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ABSTRACT
The p u rpose  o f  t h i s  s t u d y  was t o  d e v e lo p  a TEAM CULTURE INDICATOR 
(TCI) as  an a s s e s s m e n t  t o o l  t o  measure t h e  d i f f e r e n c e  between employee 
p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e  in b u s i n e s s  and 
i n d u s t r y  s e t t i n g s .  S p e c i f i c  o b j e c t i v e s  i n c l u d e d :  d e te r m in e  t h e
i n s t r u m e n t  c o n s t r u c t s ;  d e v e lo p  a m u l t i - d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  
and p r a c t i c a l  i n s t r u m e n t ,  p o t e n t i a l l y  a p p l i c a b l e  t o  v a r i e d  s e t t i n g s  in 
b u s i n e s s  and i n d u s t r y ,  w i th  an e s t a b l i s h e d  de g re e  o f  r e l i a b i l i t y ;  and 
d e v e lo p  an i n i t i a l  " U s e r ' s  Guide" f o r  t h e  TCI.
The TCI was i n i t i a l l y  c o n s t r u c t e d  u s in g  100 i tems r e p r e s e n t i n g  t h e  
c h a r a c t e r i s t i c s  o f  e f f e c t i v e  work t eam s .  The TCI r e v e a l s  a " p e r c e i v e d  
o p p o r t u n i t y  f o r  team improvement" o r  t h e  d i f f e r e n c e  between a c t u a l  and 
d e s i r e d  p e r c e p t i o n s  o f  work team c u l t u r e .  A t o t a l  o f  404 a d u l t  employees 
from 43 work teams in 23 o r g a n i z a t i o n s  r e p r e s e n t i n g  v a r i o u s  b u s i n e s s  and 
i n d u s t r y  s e t t i n g s ,  p a r t i c i p a t e d  in a two s t a g e  d a t a  c o l l e c t i o n  and s c a l e  
r e f i n e m e n t  p r o c e s s .  The s c a l e  r e f i n e m e n t  p r o c e s s  was d e s ig n e d  t o  r e f i n e  
t h e  TCI by e l i m i n a t i n g  i tems t h a t  f a i l e d  t o  c o n t r i b u t e  t o  i n t e r n a l  
c o n s i s t e n c y ,  and which e l i m i n a t e d  redunda nc y ,  and c on f i rm ed  t h e  f a c t o r  
s t r u c t u r e .
The c u r r e n t  5 4 - i t e m  TCI has  10 s u b - s c a l e s  w i th  f i v e  o r  s i x  i tems  pe r  
s c a l e .  The r e l i a b i l i t y  e s t i m a t e  f o r  t h e  TCI was .98 .  S u b - s c a l e  
r e l i a b i l i t y  e s t i m a t e s  were:  communica t ion,  .88;  working r e l a t i o n s h i p s ,  
.88 ;  a c c o u n t a b i l i t y / r e s p o n s i b i l i t y ,  .85 ;  r o l e s / l e a d e r s h i p ,  .79 ;  
c o n s e n s u s ,  .85 ;  team e n e rg y ,  .85 ;  p u r p o s e ,  .85 ;  i n t e r p e r s o n a l  
r e l a t i o n s h i p s ,  .88;  a t t a c h m e n t / r e w a r d ,  .84 ;  and p l a n n i n g / s t r u c t u r e ,  .86 .
An i n i t i a l  TCI " U s e r ' s  Guide" was d e v e lo p e d .  The f i n a l  TCI 
i n s t r u m e n t  p r e s e n t e d  in t h i s  s t u d y  needs f u r t h e r  r e f i n e m e n t .  P r e l i m i n a r y
a p p l i c a t i o n s  from t h e  TCI deve lopment  p r o c e s s  have i n d i c a t e d  t h a t  t h e  TCI 
does a s s e s s  work t e a m s '  p e r c e p t i o n s  o f  t h e i r  c u l t u r e .  Work teams who 
c o o p e r a t e d  w i th  t h e  r e s e a r c h e r  f o r  d a t a  c o l l e c t i o n ,  have used  t h e  r e s u l t s  
f o r  team deve lopm ent  and improvement  a c t i v i t i e s  ( i . e .  d r a f t e d  
b r a i n s t o r m i n g  l i s t s ,  p r i o r i t i z e d  a c t i o n s ,  and p lanned  f o r  q u a l i t y  
improvement  and team b u i l d i n g ) .  P o t e n t i a l  a p p l i c a t i o n s  o f  t h e  TCI 
in c l u d e  i t s  use  a s  a t o o l  f o r :  team p l a n n i n g ,  team b u i l d i n g ,  q u a l i t y  
improvement,  s e l f - a s s e s s m e n t ,  work team a s s e s s m e n t ,  team d i s c u s s i o n s ,  and 
o r g a n i z a t i o n a l  deve lopmen t  e f f o r t s .
INTRODUCTION
During  t h e  l a t e  1 9 7 0 ' s  and t h ro u g h  t h e  1 9 8 0 ' s ,  American o r g a n i z a t i o n s
began t o  come t o  t e rm s  wi th  t h e  t remendous  need f o r  improvement  o f
p r o d u c t  and s e r v i c e  q u a l i t y .  In T h r i v i n g  on Chaos . Tom P e t e r s  (1987)
e x p l a i n s  why American o r g a n i z a t i o n s  must  acknowledge t h e  need f o r
r e v o l u t i o n a r y  changes  in management p h i l o s o p h y  and p r a c t i c e .  He q u o te s
from t h e  F i n a n c i a l  Times ( o f  London) ,  May 9,  1987:
Can America make i t ?  A huge t r a d e  imba lance ,  a s l i d i n g  c u r r e n c y ,  
f a l l i n g  r e a l  wages and a d i sm al  p r o d u c t i v i t y  r e c o r d .  A decade  ago,  
t h e s e  were t h e  h a l l m a r k s  o f  a s t r u g g l i n g  B r i t i s h  economy. Today t h e y  
c h a r a c t e r i z e  an American economy which i s  s t r u g g l i n g  . . . a g a i n s t  
f i e r c e  c o m p e t i t i o n  from t h e  Far  E a s t  ( P e t e r s ,  1987, p . 3 ) .
P e t e r s  (1987) d e s c r i b e s  some a l a r m i n g  symptoms o f  an a c c e l e r a t e d  d e c l i n e
in American economic g rowth .  The a c c e l e r a t e d  American economic d e c l i n e
i s  ev id e n c e d  by s low e r  b u s i n e s s  p r o d u c t i v i t y  growth r a t e ,  s low er
m a n u f a c tu r in g  growth r a t e ,  d i m i n i s h e d  p e r  c a p i t a  g r o s s  n a t i o n a l  p r o d u c t ,
d e c r e a s e d  n a t i o n a l  s a v in g s  r a t e ,  banks and s a v in g s  and lo an s  c o n t i n u e  t o
f a i l ,  and m i l l i o n s  o f  p e o p le  have been d i s l o c a t e d  from t h e i r  j o b s  by t h e
r e s t r u c t u r i n g  o f  m a n u f a c t u r in g  o r g a n i z a t i o n s  d u r in g  t h e  1 9 8 0 ' s .  America
was e x p e r i e n c i n g  a d e c l i n e  in  economic growth w h i l e  J a p a n ,  Canada,
European c o u n t r i e s  and some As ian c o u n t r i e s  were e x p e r i e n c i n g  a c c e l e r a t e d
i n c r e a s e s  in economic growth ( P e t e r s ,  1987) .  Why i s  i t  t h a t  America
d e c l i n e s  w h i l e  o t h e r  economic powers  a r e  growing? P e t e r s  (1987) c la im ed
t h a t  t h i s  d e c l i n e  was t h e  r e s u l t  o f  g e n e r a l l y  poor  q u a l i t y  o f  p r o d u c t s ,
q u e s t i o n a b l e  s e r v i c e s ,  and s l u g g i s h  r e s p o n s i v e n e s s  t o  wor ld  marke t
o p p o r t u n i t i e s .
An American economic r e v o l u t i o n  was needed .  The American way of  
do ing  b u s i n e s s  i s  no t  working  as  w e l l  as  i t  had in  t h e  p a s t .  To be 
c o m p e t i t i v e  in t h e  g l o b a l  m ark e t ,  American o r g a n i z a t i o n s  needed t o
improve t h e  q u a l i t y  o f  p r o d u c t s  and s e r v i c e s  p r o v id e d  f o r  bo th  dom es t ic  
and f o r e i g n  cus tom e rs  ( P e t e r s ,  1987) .  Dr. W. Edwards Deming (1986)  
s u g g e s t e d  in  h i s  book,  Out o f  t h e  C r i s i s , t h a t  o r g a n i z a t i o n s  a d a p t  a new 
p h i l o s o p h y  f o r  t h e  t r a n s f o r m a t i o n  t h a t  must  t a k e  p l a c e  in America,  f o r  
s u r v i v a l  in a g l o b a l  economy. He o f f e r e d  t h e  same p r i n c i p l e s  he sh a re d  
w i th  t h e  J a p a n e s e  o r g a n i z a t i o n s  whose a p p l i c a t i o n  s e c u r e d  economic growth 
and p r o s p e r i t y  (Deming, 1986;  J u r a n ,  1991;  R u s s e l l ,  1990; S h o r e s ,  1988) .  
Deming's  (1986) 14 management p r a c t i c e s  t o  h e lp  o r g a n i z a t i o n s  improve 
t h e i r  q u a l i t y  and p r o d u c t i v i t y  i n c l u d e :
1) c r e a t e  c o n s t a n c y  o f  pu rpose  f o r  improving ::r I f  . n d  s e r v i c e s ;
2) adop t  t h e  new p h i l o s o p h y
3) c e a s e  dependence  on i n s p e c t i o n  t o  a c h i e v e  q u a l i t y ;
4) end t h e  p r a c t i c e  o f  awarding  b u s i n e s s  on p r i c e  a l o n e , i n s t e a d ,  
min imize  t o t a l  c o s t  by working w i th  a s i n g l e  s u p p l i e r ;
5) improve c o n s t a n t l y  and f o r e v e r  e v e r y  p r o c e s s  f o r  p l a n n i n g ,  
p r o d u c t i o n ,  and s e r v i c e ;
6)  i n s t i t u t e  t r a i n i n g  on t h e  j o b ;
7) adop t  and i n s t i t u t e  l e a d e r s h i p ;
8)  d r i v e  ou t  f e a r ;
9) b rea k  down b a r r i e r s  between s t a f f  a r e a s ;
10) e l i m i n a t e  s l o g a n s ,  e x h o r t a t i o n s ,  and t a r g e t s  f o r  t h e  work f o r c e ;
11) e l i m i n a t e  num er ica l  q u o t a s  f o r  t h e  work f o r c e  and num er ica l  g o a l s  
f o r  management;
12) remove b a r r i e r s  t h a t  rob p e o p le  o f  p r i d e  o f  workmanship and 
e l i m i n a t e  t h e  annua l  r a t i n g  or  m e r i t  system;
13) i n s t i t u t e  a v i g o r o u s  program o f  e d u c a t i o n  and s e l f - i m p ro v e m e n t  
f o r  e ve ryone ;  and
14) p u t  everybody  in  t h e  company t o  work t o  a c com pl i sh  t h e  
t r a n s f o r m a t i o n .  (Deming, 1986, p.  2 3 - 2 4 ) .
O the r  q u a l i t y  improvement  e x p e r t s  have o f f e r e d  s i m i l a r  p r i n c i p l e s  and 
p h i l o s o p h i e s  f o r  i n s t i t u t i n g  q u a l i t y  c o n c e p t s  (Crosby ,  1979; J u r a n ,  1988; 
P e t e r s ,  1987) .  One common p r i n c i p l e  found in  each o f  t h e s e  p h i l o s o p h i e s  
i s  t h a t  t h e  members o f  an o r g a n i z a t i o n ,  " t h e  p e o p l e , "  a r e  t h e  key t o  
c o n t i n u o u s  q u a l i t y  improvement.  P r o f i t  comes from r e d u c i n g  t h e  c o s t  o f  
p ro d u c in g  goods and s e r v i c e s  r a t h e r  t h a n  r a i s i n g  t h e  c o s t  t o  c u s to m e rs .  
Cos t  o f  p r o d u c t i o n  i s  r educ e d  by empowering employees t o  look a t  t h e
p r o c e s s e s  and sys tems  which a c com pl i sh  t h e i r  p u r p o s e .  Employees g e t  
in v o lv e d  by working  as  a team t o  improve q u a l i t y  and t h e r e b y  e s t a b l i s h  
a team c u l t u r e  f o r  t h e  o r g a n i z a t i o n  (Lammermeyer, 1990; Ryan & O e s t r e i c h ,  
1991) .
The s u c c e s s  o f  t h e  American economic f u t u r e  depends  on t h e  r a t e  a t  
which t h e  q u a l i t y  r e v o l u t i o n  p r o g r e s s e s  ( P e t e r s ,  1987) .  P e t e r s  (1987)  
s t a t e s  t h a t  s u c c e s s f u l  f i r m s  in t h e  1 9 9 0 ' s and beyond w i l l  be;
• f l a t t e r  ( f e w e r  l a y e r s  in  o r g a n i z a t i o n a l  s t r u c t u r e ) ;
• p o p u l a t e d  by more autonomous work u n i t s  (have  fewer  c e n t r a l - s t a f f  
s e c o n d - g u e s s e r s ,  more l o c a l  a u t h o r i t y  t o  i n t r o d u c e  and p r i c e  
p r o d u c t s ) ;
• o r i e n t e d  toward  d i f f e r e n t i a t i o n ,  p ro d u c in g  h igh  v a lu e  added goods 
and s e r v i c e s ,  c r e a t i n g  n i c h e  m a r k e t s ;
• q u a l i t y - c o n s c i o u s ;
• s e r v i c e - c o n s c i o u s ;
• more r e s p o n s i v e ;
• much f a s t e r  a t  i n n o v a t i o n ;
• a u s e r  o f  h i g h l y  t r a i n e d ,  f l e x i b l e  employees as  a p r i n c i p l e  means 
o f  a dd ing  v a lu e  ( p .  34 ) .
B u i l d i n g  a c u s t o m e r - c e n t e r e d  team c u l t u r e  in an o r g a n i z a t i o n  i s
c r u c i a l  t o  o r g a n i z a t i o n a l  s u c c e s s  (Lawton,  1991; Kilmann,  1989) .  I t  
i n v o lv e s  i n d i v i d u a l s  knowing and a c c e p t i n g  t h e i r  s t r e n g t h s  and 
w e a k n e s se s ,  c a p i t a l i z i n g  on team d i v e r s i t y ,  e s t a b l i s h i n g  a common purpose  
f o r  e x i s t e n c e ,  s t r i v i n g  t o  a c t u a l i z e  maximum team pe r f o r m a n c e ,  and
e s t a b l i s h i n g  a management sys tem f o r  t h e  team t o  grow and d e v e lo p .
Enhancing i n t e r n a l  s e r v i c e  q u a l i t y  by b u i l d i n g  a " se n s e  o f  team" i n t o  t h e  
o r g a n i z a t i o n a l  c u l t u r e  must  be e s t a b l i s h e d  f o r  c o n t i n u o u s  q u a l i t y
improvement  ( A l b e r a c t ,  1990; P a r k e r ,  1990) .  A number o f  o r g a n i z a t i o n s  
have e s t a b l i s h e d  " s e l f - d i r e c t e d  teams" as  a work d e s ig n  t o  h e lp  a c h ie v e  
t h e i r  g o a l s .  These o r g a n i z a t i o n s  have made th e m s e lv e s  more c o m p e t i t i v e  
t h ro u g h  improved q u a l i t y  and p r o d u c t i v i t y  ( W e l l i n s ,  W il son ,  Ka tz ,  
L a u g h l in ,  Day, & P r i c e ,  1990) .
What a r e  t h e  employee p e r c e p t i o n s  o f  t h e  i d e a l  work team c u l t u r e  and 
what  a r e  t h e  p e r c e p t i o n s  o f  a c t u a l  work team c u l t u r e  in t h e i r  
o r g a n i z a t i o n ?  I s  t h e r e  a p r a c t i c a l ,  r e s e a r c h - b a s e d  i n s t r u m e n t  t o  measure 
employee p e r c e p t i o n s  o f  work team c u l t u r e ?  Such an i n s t r u m e n t  w i l l  h e lp  
o r g a n i z a t i o n s  a s s e s s  t h e  d i f f e r e n c e  between what  t h e i r  employees p e r c e i v e  
t o  be an i d e a l  work team c u l t u r e  and what  t h e i r  employees p e r c e i v e  t o  be 
t h e  a c t u a l  work team c u l t u r e .  R e s u l t s  f rom such an i n s t r u m e n t  w i l l  
p r o v id e  a b a s i s  f o r  making d e c i s i o n s  r e g a r d i n g  p lanned  o r g a n i z a t i o n a l  
changes  and team deve lopment  i s s u e s  t h a t  may be n e c e s s a r y  f o r  d e v e lo p i n g  
team c u l t u r e  t o  i n c r e a s e  employee invo lvem en t ,  q u a l i t y ,  and 
p r o d u c t i v i t y .
T h e o r e t i c a l  Framework 
The t h e o r e t i c a l  f ramework t h a t  forms t h e  b a s i s  f o r  t h i s  s tu d y  
i n c l u d e s  f i v e  major  components .  These f i v e  components a r e :  (1)  t h e  
q u a l i t y  p h i lo s o p h y ;  a h i s t o r i c a l  ove rv iew ,  and t h e  c o n c e p t  o f  q u a l i t y ;  
(2 )  o r g a n i z a t i o n a l  c u l t u r e ;  t h e  c o n c e p t  o f  c u l t u r e ,  f o r m a t i o n  and 
p r e s e r v a t i o n ,  and t h e  e f f e c t i v e  o r g a n i z a t i o n a l  c u l t u r e ;  (3 )  work teams 
and t h e  e l e m e n t s  o f  e f f e c t i v e  team f u n c t i o n i n g ;  (4 )  pl anned  
o r g a n i z a t i o n a l  change;  an e c l e c t i c  p e r s p e c t i v e  o f  why and what  changes ;  
and f i n a l l y ,  (5 )  a s s e s s m e n t  i n s t r u m e n t  deve lo pm en t ;  i n c l u d i n g  i n s t r u m e n t  
r e l i a b i l i t y  and v a l i d i t y .
The f i r s t  component o f  t h e  t h e o r e t i c a l  f ramework men t ioned  above i s  
d e r i v e d  from t h e  q u a l i t y  p h i l o s o p h y ,  (Crosby ,  1979; Deming, 1986; J u r a n ,  
1988; P e t e r s ,  1987) and t h e  c o n c e p t  o f  i n t e r n a l  cus tom er  s e r v i c e  q u a l i t y  
( A l b r e c h t ,  1988; A l b r e c h t  & Zemke, 1985: Z e i th a m l ,  Pa rasuraman ,  & Ber ry  
1990) .  The second component  o f  t h e  t h e o r e t i c a l  f ramework conve rge s  on 
t h e  c o n c e p t  o f  o r g a n i z a t i o n a l  c u l t u r e  (D a v is ,  1984; Iv a n c e v ic h  &
M a tte son ,  1987; Kilmann,  1989; M in tz b e rg ,  1983; S c h e in ,  1985; Wilson ,
1989) .  The t h i r d  component  o f  t h e  t h e o r e t i c a l  f ramework f o c u s e s  on t h e  
deve lopm ent  f rom w r i t i n g s  and s t u d i e s  o f  teams in  t h e  w o r k - p l a c e ,  
e s p e c i a l l y  t h e o r i e s  and p r a c t i c e s  a s s o c i a t e d  w i th  team e f f e c t i v e n e s s  
( A r g y r i s ,  1964; Beckhard ,  1972; Blake  & Mouton, 1964; B lake ,  Mouton, & 
A l l e n ,  1987; Ka tzenbach & Sm ith ,  1993a, 1993b; L i k e r t ,  1961; M ontebe l lo  
& B u z z o t t a ,  1993; McGregor,  1960; P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk, 
1982; T j o s v o l d ,  1986; Weisbord ,  1989; Woodcock, 1979; Woodcock & F r a n c i s ,  
1981) and s e l f - d i r e c t e d  work teams ( C a r r ,  1991; Hughes,  1991; Holpp, 
1992; J e s s u p ,  1990; Lawle r ,  Ledford  & Morhrman, 1989; Lee,  1990; W el l in s  
e t  a l . ,  1990; W e l l in s  & George,  1991; W e l l in s  e t  a l . ,  1991) .  The f o u r t h  
component  o f  t h e  t h e o r e t i c a l  f ramework i s  based  on t h e o r i e s  o f  pl anned  
o r g a n i z a t i o n a l  change ( B e e r ,  1980; D a l to n ,  1970; G r e i n e r ,  1967; 
Iv a n c e v ic h  & M a t t e so n ,  1987; Lewin,  1951; M i t c h e l l  & La rson ,  1987) .
F i n a l l y ,  t h e  f i f t h  component  o f  t h e  t h e o r e t i c a l  framework draws on 
t h e  t h e o r e t i c a l  r a t i o n a l e  and s c i e n t i f i c  deve lopm ent  c o n c e r n s  o f  
a s s e s s m e n t  i n s t r u m e n t s  f o r  m easu r in g  p e r c e p t i o n s  ( C h u r c h i l l ,  1979; Dunham 
& Sm ith ,  1979; Hackman & M o r r i s ,  1977; K e r l i n g e r ,  1973; K o t t e r  & 
S c h l e s i n g e r ,  1979; Law le r ,  N a d le r  & Cammann, 1980; N a d le r ,  1977; 
N unna l ly ,  1970; Sudman & Bradburn ,  1982;  Vroom, 1964) .  Th is  s tu d y  draws 
from each  o f  t h e s e  f i v e  c o n c e p t s  t o  a ccom pl i sh  t h e  pu rpose  and 
o b j e c t i v e s .
T h i s  deve lopm en ta l  s t u d y  produced  t h e  TEAM CULTURE INDICATOR, (TCI) 
which c o u ld  be used by t h o s e  in l e a d e r s h i p  p o s i t i o n s  (human r e s o u r c e  
deve lopm ent  d i r e c t o r s ,  t r a i n i n g  p r o f e s s i o n a l s ,  managers ,  company 
e x e c u t i v e  o f f i c e r s ,  o r g a n i z a t i o n a l  deve lopment  p r o f e s s i o n a l s ,  and o t h e r s )  
a s s e s s  t h e  p e r c e p t i o n s  o f  i n d i v i d u a l  employees .  In a d d i t i o n ,  t h e  TCI
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would a l l o w  t h e  l e a d e r s h i p  t o  f o c u s  on t h e  de g re e  o f  d i f f e r e n c e  between 
what  employees p e r c e i v e  t o  be a d e s i r e d  work team c u l t u r e  and what 
employees p e r c e i v e  t o  be t h e  a c t u a l  work team c u l t u r e .  Managers cou ld  
use  t h i s  i n f o r m a t i o n  t o  e x p e d i t e  e f f o r t s  t o  e s t a b l i s h  a s t r o n g e r  team 
c u l t u r e  f o r  c o n t i n u o u s  q u a l i t y  improvement.  O b t a in i n g  i n f o r m a t io n  by 
u s in g  t h e  TCI would h e lp  t h o s e  in l e a d e r s h i p  p o s i t i o n s  make d e c i s i o n s  
r e g a r d i n g  p lanne d  o r g a n i z a t i o n a l  change  and team deve lopment  e f f o r t s .  
T r a i n i n g  and deve lopment  p e r s o n n e l  c o u ld  use  t h e  i n f o r m a t io n  when 
a s s e s s i n g  needs  t o  fo c u s  programs and i n s t r u c t i o n a l  d e l i v e r y .
The TCI d e c r e a s e s  t h e  s u b j e c t i v i t y  t h a t  cou ld  be a l i m i t a t i o n  t o  
making d e c i s i o n s  r e g a r d i n g  p lanne d  o r g a n i z a t i o n a l  change.  I t  q u a n t i f i e s  
employee p e r c e p t i o n s  r e g a r d i n g  work team c u l t u r e .  Employees have t h e  
o p p o r t u n i t y  t o  c o n t r i b u t e  t h e i r  f e e l i n g s  on t h e  d e s i r e d  and a c t u a l  work 
team c u l t u r e .  G r e a t e r  employee p a r t i c i p a t i o n  in t h e  d e c i s i o n  making and 
p l a n n i n g  p r o c e s s  c o u ld  enhance  invo lv emen t  and c o o p e r a t i o n  in  t h e  changes 
needed t o  improve q u a l i t y .
The deve lopment  o f  t h e  TCI was based  on t h e  s c i e n t i f i c  method.  Th is  
p r o c e s s  y i e l d e d  an i n s t r u m e n t  w i th  an e s t a b l i s h e d  d e g re e  o f  r e l i a b i l i t y  
and a documented r ev i e w  o f  v a l i d i t y .  F u t u re  u s e r s  can have t h i s  
i n f o r m a t i o n  a v a i l a b l e  f o r  d e c i d i n g  a p p l i c a b i l i t y  t o  t h e i r  p a r t i c u l a r  
s e t t i n g .
S t a te m e n t  o f  t h e  Problem 
Because p lanned  o r g a n i z a t i o n a l  change may be n e c e s s a r y  f o r  t h e  
s u c c e s s f u l  im p lem e n ta t ion  o f  q u a l i t y  improvement s t r a t e g i e s ,  an 
a s s e s s m e n t  o f  employee p e r c e p t i o n s  o f  t h e  a c t u a l  and t h e  d e s i r e d  team 
c u l t u r e  i s  b e n e f i c i a l  f o r  f o c u s i n g  e f f o r t s  in t h e  change p r o c e s s  where 
e f f o r t s  a r e  most  needed .  P l a n n in g  o r g a n i z a t i o n a l  change based  on
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f ee dba c k  from employees may r e s u l t  in g r e a t e r  s u c c e s s  f o r  t h e  
o r g a n i z a t i o n  and t h e  deve lopmen t  o f  a team c u l t u r e  c a p a b l e  o f  i n i t i a t i n g  
and m a i n t a i n i n g  c o n t i n u o u s  q u a l i t y  improvement.
O r g a n i z a t i o n s  b e n e f i t  f rom i n v o l v i n g  t h e i r  employees in t h e  q u a l i t y  
improvement  p r o c e s s  ( A l b r e c h t ,  1990; Deming, 1986; H oer r ,  1989; J u r a n ,  
1991; Kilmann,  1989; Lammermeyr, 1990; M on tebe l lo  & B u z z o t t a ,  1993; 
P a r k e r ,  19980; P e t e r s ,  1987; Ryan & O e s t r e i c h ,  1991) .  P a r t  o f  t h e  
q u a l i t y  p r o c e s s  r e q u i r e s  t h a t  o r g a n i z a t i o n s  look a t  t h e i r  i n t e r n a l  
p r o c e s s e s  and sys tems  w h i l e  f o c u s i n g  on m ee t ing  t h e  r e q u i r e m e n t s  and 
e x p e c t a t i o n s  o f  e x t e r n a l  c u s to m e rs .  The team approach  t o  q u a l i t y  
improvement  has  p r o v id e d  e v id e n c e  o f  s t i m u l a t i n g  i n n o v a t io n  and 
c r e a t i v i t y ,  c u t t i n g  c o s t  o f  p ro d u c in g  p r o d u c t s  and s e r v i c e s ,  and 
i n c r e a s e d  employee p a r t i c i p a t i o n  (M on tebe l lo  & B u z z o t t a ,  1993; Ryan & 
O e s t r e i c h ,  1991; S c h o l t e s ,  1988; S t r a t t o n ,  1991) .  Teamwork can he lp  
o r g a n i z a t i o n s  t o  be more p r o d u c t i v e ,  i n c r e a s e  q u a l i t y ,  and i s  more c o s t  
e f f i c i e n t  t h a n  i n d i v i d u a l  e f f o r t s .  Teamwork a l s o  t e n d s  t o  improve how 
employees f e e l ,  t h e i r  j o b  s a t i s f a c t i o n ,  m o t i v a t i o n ,  and m o ra l e .  Based 
on an e x t e n s i v e  r ev iew  o f  t h e  l i t e r a t u r e ,  t h e  r e s e a r c h e r  conc luded  t h a t  
a c o n c i s e ,  o p e r a t i o n a l ,  and p r a c t i c a l ,  r e s e a r c h - b a s e d  i n s t r u m e n t  was no t  
a v a i l a b l e  t o  a s s e s s  employee p e r c e p t i o n s  o f  t h e  a c t u a l  work team c u l t u r e  
and employee p e r c e p t i o n s  o f  t h e  d e s i r e d  work team c u l t u r e  in t h e  
o r g a n i z a t i o n .  In o r d e r  t o  have such an i n s t r u m e n t  f o r  use  in  work team 
c u l t u r e  a s s e s s m e n t ,  a d e ve lopm en ta l  s t u d y  t o  de ve lop  one was w a r r a n t e d .
Purpose  and O b j e c t i v e s
The pu rpose  o f  t h i s  s t u d y  was t o  de ve lop  a TEAM CULTURE INDICATOR 
(TCI) as  an a s s e s s m e n t  t o o l  t o  measure t h e  d i f f e r e n c e  between employee
p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e  in  a b u s i n e s s  and 
i n d u s t r y  s e t t i n g .
S p e c i f i c  o b j e c t i v e s  o f  t h e  s tu d y  were:
1. Determ ine  t h e  TCI i n s t r u m e n t  c o n s t r u c t s ;
2 .  Develop t h e  TCI w i th  t h e  f o l l o w i n g  c h a r a c t e r i s t i c s :  m u l t i ­
d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  p r a c t i c a l ,  p o t e n t i a l l y  a p p l i c a b l e  
t o  v a r i e d  s e t t i n g s  in  b u s i n e s s  and i n d u s t r y  and has  an e s t a b l i s h e d  
d e g re e  o f  r e l i a b i l i t y ;
3.  Develop an i n i t i a l  " U s e r ' s  Guide" f o r  t h e  TEAM CULTURE INDICATOR.
D e f i n i t i o n  o f  Terms 
The f o l l o w i n g  t e rm s  a r e  o p e r a t i o n a l l y  d e f i n e d  f o r  t h e  deve lopment  o f  
t h e  TCI.
Conc i se  I n s t r u m e n t : The TCI i s  d e s ig n e d  t o  be b r i e f ,  t o  t h e  p o i n t  and
w i t h o u t  e l a b o r a t i o n ,  b u t  t h o ro u g h .
Con t inuous  Q u a l i t y  Improvement: The ongoing  improvement o f  p r o d u c t s ,
s e r v i c e s ,  o r  p r o c e s s e s  t h ro u g h  in c r e m e n t a l  and b re a k t h ro u g h  q u a l i t y  
improvements  (ASQC, 1992, p .  2 1 ) .
C u l t u r e : The " u n w r i t t e n  r u l e s "  f o r  why, wha t ,  and how members o f  an
o r g a n i z a t i o n  (work team) t r e a t  each  o t h e r ,  g e t  t h i n g s  done ,  and work 
t o g e t h e r .
E x t e r n a l  C us tom er : A p e r s o n  o r  o r g a n i z a t i o n  who r e c e i v e s  a p r o d u c t ,  a
s e r v i c e ,  o r  i n f o r m a t i o n  b u t  i s  no t  p a r t  o f  t h e  o r g a n i z a t i o n  s u p p ly i n g  i t  
(ASQC, 1992, p.  23)
I n t e r n a l  C us tom er : The r e c i p i e n t  ( p e r s o n  o r  d e p a r t m e n t )  o f  a n o t h e r
p e r s o n ' s  o r  d e p a r t m e n t ' s  o u t p u t  ( p r o d u c t ,  s e r v i c e ,  o r  i n f o r m a t i o n )  w i t h i n  
an o r g a n i z a t i o n  (ASQC, 1992, p.  2 4 ) .
I n t e r n a l  S e r v i c e  Q u a l i t y . The d e g r e e  t o  which i n t e r n a l  s e r v i c e s  meet 
i n t e r n a l  c us tom er  r e q u i r e m e n t s  and e x p e c t a t i o n s .
M u l t i - d i m e n s i o n a l  I n s t r u m e n t : The TCI i s  d e s ig n e d  t o  c o n t a i n  s e v e r a l
s u b - s e t s  o r  s u b - s c a l e s  o f  s i m i l a r  c o n c e p t s  combined t o  form in one 
o v e r a l l  s c a l e .
O p e r a t i o n a l  I n s t r u m e n t : The TCI i s  d e s ig n e d  t o  work o r  f u n c t i o n  in an
a p p l i e d  s e t t i n g  and t o  a c co m p l i sh  an i n t e n d e d  outcome o r  pu rp o se .  
O r g a n i z a t i o n : A group o f  pe o p le  who r e c o g n i z e  a common o r  complementary 
b e n e f i t  t h a t  can b e s t  be a c com pl i she d  by c o l l e c t i v e  a c t i o n  r a t h e r  than  
i n d i v i d u a l  a c t i o n  (Bedein & Zammuto, 1991) .
O r g a n i z a t i o n a l  C u l t u r e : A sys tem  o f  v a l u e s ,  b e l i e f s ,  and b e h a v i o r s
un ique  t o  an o r g a n i z a t i o n .
Planned  O r g a n i z a t i o n a l  Change : The o r g a n i z a t i o n a l  change  p r o c e s s  t h a t
i s  t h e  r e s u l t  o f  p lanned  o r g a n i z a t i o n a l  deve lopment  r a t h e r  t h a n  change 
as  t h e  r e s u l t  o f  unp lanned  e v e n t s  o r  t h o s e  o c c u r r i n g  by chance .  
P r a c t i c a l  I n s t r u m e n t : The TCI i s  d e s ig n e d  t o  be used  in r e a l  work
s e t t i n g s  w i th  much v a l u e  m a n i f e s t e d  in  p r a c t i c e  o r  a c t i o n  t a k e n  t o  
improve work teams.
Q u a ! i t v : A s u b j e c t i v e  t e rm  f o r  which one has h i s / h e r  own d e f i n i t i o n .  The 
t e c h n i c a l  use  o f  t h e  word has  two meanings ;  t h e  c h a r a c t e r i s t i c s  o f  a 
p r o d u c t  o r  s e r v i c e  t h a t  b e a r  on i t s  a b i l i t y  t o  s a t i s f y  s t a t e d  o r  imp l ied  
needs and a p r o d u c t  o r  s e r v i c e  f r e e  o f  d e f i c i e n c i e s  (ASQC, 1992, p. 26 ) .  
S e l f - D i r e c t e d  Work Team: A smal l  group o f  employees who have d a y - t o - d a y  
r e s p o n s i b i l i t y  f o r  managing t h e m s e lv e s  and t h e  work t h e y  do.  They work 
t o g e t h e r  t o  improve q u a l i t y ,  p l a n  and c o n t r o l  t h e i r  work s c h e d u l e s  and 
t a s k s ,  and ha nd le  t h e i r  own problems ( W e l l i n s  & George,  1991) .
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TEAM CULTURE INDICATOR ( T C I ) : An a s s e s s m e n t  t o o l  deve loped  by t h e
r e s e a r c h e r  t o  a s s e s s  employee p e r c e p t i o n s  o f  t h e i r  i d e a l  and a c t u a l  work 
team c u l t u r e  on t h e  d im e ns ions  o f  e f f e c t i v e  team s .
S e r v i c e  Q u a l i t y : The s u b j e c t i v e  d i s c r e p a n c y  between c u s t o m e r ' s
e x p e c t a t i o n s  and p e r c e p t i o n s  o f  t h e  q u a l i t y  o f  s e r v i c e  r e c e i v e d  
( Z e i t h a m l ,  Parasuraman & B e r ry ,  1990) .
S u p p l i e r : Any p e r s o n ,  d e p a r tm e n t  ( i n t e r n a l )  o r  o r g a n i z a t i o n  ( e x t e r n a l )
who s u p p l i e s  p r o d u c t s ,  s e r v i c e s ,  o r  i n f o r m a t i o n  t o  a n o t h e r  p e r s o n ,  
d e p a r tm e n t  o r  o r g a n i z a t i o n .
Work Team: An i n t e r d e p e n d e n t  group o f  p e o p le  t h a t  work t o g e t h e r  t o  on
a d a y - t o - d a y  b a s i s ,  t o  a c com pl i sh  a common o b j e c t i v e  o r  m i s s i o n .
REVIEW OF LITERATURE 
A s y s t e m a t i c  s e a r c h  o f  r e l a t e d  l i t e r a t u r e  was conduc ted  t o  e s t a b l i s h  
t h e  t h e o r e t i c a l  f ramework as  w e l l  as  an o p e r a t i o n a l  p l a t f o r m  f o r  
d e v e lo p i n g  t h e  c o n s t r u c t s  f o r  t h e  TEAM CULTURE INDICATOR (TCI) .  The f i v e  
major  f o c a l  components  m ent ioned  in  t h e  i n t r o d u c t i o n  have gu ided  t h i s  
r e v i e w  o f  l i t e r a t u r e ,  i n c l u d i n g :  (1 )  t h e  q u a l i t y  p h i l o s o p h y ,  (2)
o r g a n i z a t i o n a l  c u l t u r e ,  (3 )  e f f e c t i v e  work t eam s ,  (4 )  p lanned  
o r g a n i z a t i o n a l  change,  and (5)  i n s t r u m e n t  deve lopm ent .
L i t e r a t u r e  Search  P r o c e d u r e s  
A c om pu te r i z ed  s e a r c h  was used  t o  l o c a t e  r e p o r t s ,  books ,  c u r r e n t  
r e s e a r c h ,  and o t h e r  l i t e r a t u r e  u s in g  L i b r a r y  I n f o r m a t io n  System, 
I n f o T r a c ,  E d u c a t i o n a l  R esources  I n f o r m a t io n  C e n te r  (ERIC), D i s s e r t a t i o n  
A b s t r a c t s  I n t e r n a t i o n a l ,  TRAINLIT (Produced  by t h e  American S o c i e t y  o f  
T r a i n i n g  and Development  I n f o r m a t io n  C e n t e r ) ,  and ABI/INFORM (Produced  
by U n i v e r s i t y  M ic r o f i lm s  I n t e r n a t i o n a l ) .  The d e s c r i p t o r s  used  in  t h e  
s e a r c h e s  were o r g a n i z a t i o n a l  c u l t u r e ,  o r g a n i z a t i o n a l  change ,  teamwork,  
team b u i l d i n g ,  work team, s e l f - d i r e c t e d  work team, q u a l i t y  c o n t r o l ,  
q u a l i t y  a s s u r a n c e ,  q u a l i t y  c i r c l e s ,  s e r v i c e  q u a l i t y ,  i n t e r n a l  cu s to m e r ,  
employee invo lve m e n t ,  employee p e r c e p t i o n s ,  i n t e r d e p e n d e n c e ,  q u a l i t y  of  
s e r v i c e ,  c u s to m e r s ,  s u r v e y s ,  improvements ,  e x p e c t a t i o n s ,  t r a i n i n g ,  
im p le m e n ta t io n ,  c o r p o r a t e  c u l t u r e ,  q u a l i t y ,  e x c e l l e n c e ,  communica t ion,  
p a r t i c i p a t o r y  management , and i n t e r p e r s o n a l  r e l a t i o n s h i p s .
Q u a l i t y  P h i lo s o p h y  
A H i s t o r i c a l  Overview 
Immedia te ly  f o l l o w i n g  World War I I ,  J a p a n ,  a n a t i o n  abou t  t h e  s i z e  
o f  C a l i f o r n i a  w i th  a p o p u l a t i o n  o f  70 m i l l i o n  p e op le  was s h a t t e r e d  and 
t o r n  w i th  l i m i t e d  r e s o u r c e s  ( m e t a l ,  o i l ,  t i l l a b l e  l and )  f o r  economic
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r e c o v e r y .  Japan had t o  overcome two major  o b s t a c l e s .  One o b s t a c l e  t o  
overcome was t h a t  o f  J a p a n ' s  r e p u t a t i o n  f o r  cheap p r o d u c t s  and poor  
q u a l i t y ;  t h e  o t h e r  major  o b s t a c l e  was t h e  s h o r t a g e  o f  r e s o u r c e s .  Th is  
r e s o u r c e  s h o r t a g e  f o r c e d  t h e  J a p a n e s e  t o  pay premium p r i c e s  f o r  goods.  
T h e i r  b i g g e s t  a s s e t  was an abundan t  l a b o r  s u p p ly  o f  c u l t u r a l l y  
homogeneous,  h a rd - w o r k in g ,  e d u c a t e d  p e o p l e .  The J a p a n e s e  were accus tomed 
t o  a l i f e  o f  s e l f - s a c r i f i c e ,  teamwork,  s e l f - d i s c i p l i n e ,  and a harmonious 
r e l a t i o n s h i p  w i th  t h e  env ironm en t  p r o v i d i n g  governance  o f  o n e ' s  a c t i o n s  
( S h o r e s ,  1988) .
R e a l i z i n g  t h e i r  s h o r t c o m in g s ,  t h e  Union o f  J a p a n e s e  S c ience  and 
E n g i n e e r in g  i n v i t e d  Dr. W. Edwards Deming t o  t h e i r  c o u n t r y  in  J u l y ,  1950, 
f o r  t h e  pu rpose  o f  t e a c h i n g  new t e c h n i q u e s  f o r  improving q u a l i t y  and 
e f f i c i e n c y .  Deming t a u g h t  t h e  J a p a n e s e  how t o  c a p i t a l i z e  on t h e i r  
b i g g e s t  a s s e t ,  t h e i r  p e o p le .  J a p a n e s e  managers  l i s t e n e d  and l e a r n e d  from 
Deming's  t e a c h i n g s  abou t  managing p e o p le .  He t a u g h t  them how t o  i n v o lv e  
a l l  employees in t h e  q u a l i t y  improvement  p r o c e s s .  The Ja p an e s e  d i d n ' t  
need t o  l e a r n  t h e  impor tance  o f  e l i m i n a t i n g  w a s t e ,  because  e l i m i n a t i n g  
w a s te  was p a r t  o f  t h e i r  c u l t u r e .  He t a u g h t  them how t o  i d e n t i f y  w a s t e ,  
measure  i t ,  and r e d u c e  i t  by u s in g  s t a t i s t i c a l  p r i n c i p l e s  deve loped  by 
W al te r  Shewhar t .  Dr. Deming became a he ro  t o  a n a t i o n  who was in 
d e s p e r a t e  need o f  h i s  knowledge ( S h o r e s ,  1988) .  The Union o f  J a p a n e s e  
Sc i e n c e  and E ng ine e r s  honor  Dr. Deming each y e a r  by p r e s e n t i n g  
o u t s t a n d i n g  o r g a n i z a t i o n s  w i th  t h e  "Deming P r i z e , "  in honor  o f  t h e i r  
n a t i o n a l  h e ro .
At t h e  same t ime  Deming was working  w i th  t h e  J a p a n e s e ,  America was 
r e a p i n g  t h e  h a r v e s t  o f  a land r i c h  w i th  r e s o u r c e s ,  advanced t e c h n o l o g y ,  
p r o s p e r i t y ,  and a c o m f o r t a b l e  p o s i t i o n  in t h e  world economy. American
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i n d u s t r i e s  would no t  l i s t e n  t o  Deming and o t h e r s  in h i s  f i e l d .  I n d u s t r y  
t h o u g h t  i t  d i d  no t  need q u a l i t y  as  Deming p e r c e i v e d  i t ,  and t h a t  American 
i n d u s t r i e s  were go ing  t o  be p r o s p e r o u s  f o r  y e a r s  t o  come. Reducing was te  
was no t  a c onc e rn  f o r  American i n d u s t r i e s .  Mass p r o d u c t i o n ,  r e g a r d l e s s  
o f  c o s t ,  was t h e  key t o  economic growth ( S h o r e s ,  1988) .  The USA had t h e  
c o m p e t i t i v e  edge in  t h e  wor ld  marke t  (Dewar, 1989) .
Given t h e  e v e n t s  o v e r  t h e  l a s t  40 y e a r s  r e g a r d i n g  J a p a n ' s  phenomenal 
economic growth and A m e r i c a ' s  s t e a d y  d e c l i n e ,  one must  r e c o g n i z e  t h e  need 
f o r  a q u a l i t y  r e v o l u t i o n  in t h i s  c o u n t r y .  For  example ,  in  1960, t h e
Uni ted  S t a t e s  had 76% o f  t h e  wor ld  a u to m o b i l e  m ark e t ;  in 1988, t h a t
f i g u r e  was 26% (Dewar, 1989) .  In 1976, s i x  US banks r anked  in  t h e  
w o r l d ' s  t o p  t e n ,  compared w i th  o n ly  one J a p a n e s e  bank .  By 1986, seven 
J a p a n e s e  banks ranked  in  t h e  t o p  t e n  w h i l e  no U.S.  bank e a rn e d  t h i s
d i s t i n c t i o n .  The h i g h e s t  r a n k i n g  U.S. bank was s e v e n t e e n t h .  In 1988,
t h e  J a p a n e s e  q u e s t i o n e d  t h e  U n i ted  S t a t e s '  s t e w a r d s h i p  o f  t h e  World Bank 
and I n t e r n a t i o n a l  Monetary Fund. They recommended t h a t  t h e  U.S. d o l l a r  
be r e p l a c e d  by a new i n t e r n a t i o n a l  s t a n d a r d  f o r  wor ld  c u r r e n c y  ( R u s s e l l ,
1990) .
In 1979, t h e  U.S.  a u to m o b i l e  i n d u s t r y  f i n a l l y  d e c id e d  t o  l i s t e n  t o  
Deming. Deming t a u g h t  t h e  same management p r i n c i p l e s  and s t a t i s t i c a l  
c o n t r o l  methods t h a t  he t a u g h t  t h e  J a p a n e s e  in t h e  5 0 ' s .  American 
management began t o  adop t  t h e  q u a l i t y  p h i l o s o p h y ,  e s t a b l i s h i n g  a n a t i o n a l  
s t a n d a r d  f o r  q u a l i t y  in  1987. The Malcom B a l d r i d g e  N a t io n a l  Q u a l i t y  
Award was e s t a b l i s h e d  in 1987 f o r  t h e  p u rpose  o f  p rom ot ing :  "awareness  
o f  q u a l i t y  a s  an i n c r e a s i n g l y  i m p o r t a n t  e le m en t  in  c o m p e t i t i v e n e s s ,  
u n d e r s t a n d i n g  o f  t h e  r e q u i r e m e n t s  f o r  q u a l i t y  e x c e l l e n c e ,  and s h a r i n g  o f  
i n f o r m a t io n  on s u c c e s s f u l  q u a l i t y  s t r a t e g i e s ,  and t h e  b e n e f i t s  d e r i v e d
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f rom im p lem e n ta t ion  o f  t h e s e  s t r a t e g i e s "  (U n i te d  S t a t e s  Department  o f  
Commerce, 1994, p .  1 ) .
The Q u a l i t y  Concept
Dr. W. Edwards Deming (1991)  d e s c r i b e s  q u a l i t y  a s ,  "a p r e d i c t a b l e  
d e g re e  o f  u n i f o r m i t y  and d e p e n d a b i l i t y  a t  low c o s t  and s u i t a b l e  f o r  
m a r k e t . "  Improvement  o f  q u a l i t y  t r a n s f e r s  t h e  i n e f f i c i e n t  use  o f  man 
hours  and m ac h ine - t im e  i n t o  t h e  p r o d u c t i o n  o f  b e t t e r  p r o d u c t s  and 
s e r v i c e s .  The r e s u l t s  a r e  a c h a in  r e a c t i o n :  l e s s  r ew ork ,  l e s s  w a s t e ,  
lower c o s t ,  b e t t e r  c o m p e t i t i v e  p o s i t i o n ,  h a p p i e r  w o r k e r s ,  and more j o b s  
(Deming, 1986) .
Dr. Joseph  M. J u ra n  (1988)  d e f i n e s  q u a l i t y  as  " f i t n e s s  f o r  use"  (p .  
2 - 2 ) .  Q u a l i t y  p r o d u c t s  and s e r v i c e s  meet  t h e  needs  o f  t h e  cus to m er  and 
p r o v id e  c us tom er  s a t i s f a c t i o n .  Q u a l i t y  a l s o  means f reedom from 
d e f i c i e n c i e s  t h a t  c r e a t e  c us tom er  d i s s a t i s f a c t i o n  and i n c r e a s e  t h e  c o s t  
o f  hav ing  t o  r e - d o  work o r  r e spond  t o  c us tom er  c o m p l a i n t s .
To P h i l i p  B. Crosby ( 1 9 7 9 ) ,  q u a l i t y  i s  "conformance  t o  r e q u i r e m e n t s "  
( p . 5 9 ) .  Q u a l i t y  can be measured by t h e  c o s t  o f  non-conformance .  
Requ i rem en ts  must  be c l e a r l y  d e f i n e d ,  and t h e r e  i s  no r e a s o n  f o r  d e f e c t s .  
Crosby c l a i m s  t h a t  p r e v e n t i o n  means p e r f e c t i o n  o f  q u a l i t y  p r o d u c t s  and 
s e r v i c e s .
Karl  A l b r e c h t  (1990)  s t r e s s e s  t h e  impor tance  o f  s e r v i c e  q u a l i t y  by 
d e f i n i n g  q u a l i t y  as  moments o f  t r u t h :  "A moment o f  t r u t h  i s  any e p i s o d e  
in which t h e  cus to m er  comes i n t o  c o n t a c t  w i th  any a s p e c t  o f  t h e  
o r g a n i z a t i o n  and g e t s  an im p re s s io n  o f  t h e  q u a l i t y  o f  i t s  s e r v i c e "  (p .  
1 2 ) .
Q u a l i t y  b e a r s  a much b r o a d e r  meaning th a n  'good  o r  b a d . '  Q u a l i t y  i s  
c o n s i s t e n t l y  conforming  t o  cus tom er  r e q u i r e m e n t s  and m ee t ing  cus to m er
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e x p e c t a t i o n s .  Q u a l i t y  i n v o lv e s  t h e  e n t i r e  o r g a n i z a t i o n ,  a l l  t h e
p r o c e s s e s  and p e o p le  t h a t  a r e  a s s o c i a t e d  w i th  s u p p ly i n g  q u a l i t y  p r o d u c t s  
and s e r v i c e s .  Each i n d i v i d u a l  in t h e  o r g a n i z a t i o n  c o n t r i b u t e s  t o  t h e  
q u a l i t y  o f  p r o d u c t s  and s e r v i c e s  d e l i v e r e d  t o  cu s tom e rs  ( A l b r e c h t ,  1990; 
Deming, 1986; J u r a n ,  1991; P e t e r s ,  1987; R u s s e l l ,  1990; S h o r e s ,  1988) .
O r g a n i z a t i o n a l  C u l t u r e
What I s  O r g a n i z a t i o n a l  C u l t u r e ?
O r g a n i z a t i o n a l  c u l t u r e  i s  t h e  h idden  theme t h a t  h a r b o r s  v a l u e s ,
b e l i e f s ,  and norms t h a t  i n f l u e n c e  t h e  b e h a v i o r  o f  i n d i v i d u a l s  and groups
( I v a n c e v i c h  & M a t te son ,  1987) .  Every o r g a n i z a t i o n  has  an i n v i s i b l e
q u a l i t y ,  t h e  c u l t u r e ,  t h a t  u l t i m a t e l y  d e t e r m i n e s  i t s  e f f e c t i v e n e s s  as  an
o r g a n i z a t i o n  (Kilmann,  1989) .  Kilmann (1989)  s u g g e s t  t h a t  c u l t u r e  t o  an
o r g a n i z a t i o n  i s  what  a p e r s o n a l i t y  i s  t o  an i n d i v i d u a l ,  a h idden  y e t
u n i f y i n g  m o t i f  which p r o v i d e s  meaning and g u idanc e  f o r  a c t i o n .  S c h e i n ' s
(1985)  d e f i n i t i o n  o f  c u l t u r e  f o c u s e s  on t h e  deep c o g n i t i v e  l a y e r s  o f  t h i s
phenomenon t h a t  a r e  m a n i f e s t e d  in a v a r i e t y  o f  b e h a v i o r s .  Sche in  (1985)
s t a t e s  t h a t  f o r  any group o r  o r g a n i z a t i o n  w i th  a s u b s t a n t i a l  h i s t o r y :
C u l t u r e  i s  t h e  p a t t e r n  o f  b a s i c  a s su m p t io n s  t h a t  t h e  group has 
i n v e n t e d ,  d i s c o v e r e d ,  o r  d e v e lo p e d  in l e a r n i n g  t o  cope w i th  i t s
prob lems o f  e x t e r n a l  a d a p t a t i o n  and i n t e r n a l  i n t e g r a t i o n ,  and t h a t
has  worked w e l l  enough t o  be c o n s i d e r e d  v a l i d ,  and t h e r e f o r e ,  t o  be 
t a u g h t  t o  new members a s  t h e  c o r r e c t  way t o  p e r c e i v e ,  t h i n k ,  and f e e l  
in  r e l a t i o n  t o  t h o s e  problems  (p .  3 0 - 3 1 ) .
O r g a n i z a t i o n a l  c u l t u r e s  a r e  r e f l e c t i o n s  o f  v a l u e s  t h a t  c o n t r o l  t h e  
way members do t h i n g s .  The c u l t u r e  i n f l u e n c e s  d e c i s i o n s ,  r e a c t i o n s ,  
a t t i t u d e s ,  p e r s p e c t i v e s ,  s y s te m s ,  p r o c e s s e s ,  m o b i l i z a t i o n ,  and t h e  mere 
s u r v i v a l  o f  o r g a n i z a t i o n s .  O r g a n i z a t i o n a l  l e a d e r s  a t t e m p t  t o  e s t a b l i s h  
a c u l t u r e  which i s  c o n s i s t e n t  w i t h ,  o r  n e c e s s a r y  f o r ,  a c c o m p l i s h in g  t h e  
p u rpose  o r  m i s s io n  o f  t h e  o r g a n i z a t i o n .  O r g a n i z a t i o n a l  c u l t u r e  i s
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p o w e r f u l .  I t  can c a u se  w id e s p re a d  c o n f u s i o n  and d i s c o n t e n t ,  o r  i t  can 
f o s t e r  c o n s i s t e n t ,  p o s i t i v e ,  r e i n f o r c e m e n t  f o r  growth (W i lson ,  1989) .
Henry M in tzbe rg  (1983)  i n c l u d e s  ' t h e  sys tem o f  i d e o l o g y '  a s  a power 
so u rc e  f o r  t h e  ' i n t e r n a l  c o a l i t i o n '  in  t h e  o r g a n i z a t i o n a l  power sys tem.  
M in tzbe rg  u s e s  t h e  te rm  ' i d e o l o g y '  v e ry  s i m i l a r  t o  t h e  use  o f  t h e  word 
' c u l t u r e ' .  He d e s c r i b e s  i d e o l o g y  as  t e c h n i c a l l y  i n a n i m a t e ,  b u t  in f a c t ,  
shows e v e r y  i n d i c a t i o n  o f  hav ing  l i f e .  I t  i s  t h e  sys tem o f  b e l i e f s  
s h a re d  by i n t e r n a l  members t h a t  d i s t i n g u i s h  i t  f rom o t h e r  o r g a n i z a t i o n s .  
M in tzbe rg  (1983)  f u r t h e r  s u g g e s t s  t h a t  o r g a n i z a t i o n a l  i d e o l o g y  i n t e g r a t e s  
i n d i v i d u a l  and o r g a n i z a t i o n a l  g o a l s ,  g e n e r a t i n g  a s e n s e  o f  m i s s i o n ,  an 
' e s p r i t  de c o r p s ' .
Davis  (1984)  o f f e r s  two d im e ns ions  o f  c u l t u r e :  g u i d in g  b e l i e f s ,  and 
d a i l y  b e l i e f s .  Peop le  have a l l  s o r t s  o f  b e l i e f s  t h a t  r a n g e  from t r i v i a l ,  
d a y - t o - d a y  b e l i e f s  t o  p r o fo u n d ,  g u i d i n g  p r i n c i p l e s .  Guid ing  b e l i e f s
p r o v id e  t h e  c o n t e x t  o r  d i r e c t i o n  f o r  d a i l y  b e l i e f s .  Guid ing  b e l i e f s
in c l u d e  e x t e r n a l  b e l i e f s  which a r e  abou t  how t o  compete ,  and i n t e r n a l  
b e l i e f s  which a r e  ab o u t  how t o  manage and d i r e c t  t h e  o r g a n i z a t i o n .  They 
p r o v id e  t h e  fundam en ta l  p r e c e p t s  and t h e  p h i l o s o p h i c a l  f o u n d a t i o n  on 
which t h e  o r g a n i z a t i o n  i s  b u i l t .  Al though d a i l y  b e l i e f s  a r e  e q u a l l y  a 
p a r t  o f  o r g a n i z a t i o n a l  c u l t u r e ,  t h e y  a r e  somewhat d i f f e r e n t  f rom g u i d in g  
b e l i e f s .  D a i l y  b e l i e f s  a r e  s i t u a t i o n a l ,  c o n t i n g e n t  upon t h e  r u l e s  and 
f e e l i n g s  o f  t h e  day .  They a r e  ' t h e  r o p e s '  f o r  i n d i v i d u a l  s u r v i v a l  in t h e  
o r g a n i z a t i o n .  Guid ing b e l i e f s  a r e  ab o u t  t h e  way t h i n g s  shou ld  be ,  w h i l e  
d a i l y  b e l i e f s  a r e  abou t  t h e  way t h i n g s  a c t u a l l y  a r e  on a d a i l y  b a s i s .  
Sometimes g u i d in g  b e l i e f s  and d a i l y  b e l i e f s  a r e  n o t  complementa ry ,  
c a u s i n g  c o n f l i c t  between  what  p e o p le  b e l i e v e  s h ou ld  be and what  a c t u a l l y  
i s .  An o r g a n i z a t i o n  must  work t o  a l i g n  i t s  v i s i o n ,  d i r e c t e d  by g u i d in g
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b e l i e f s  w i th  i t s  d a i l y  b e l i e f s  f o r  c o n s i s t e n t  a c t i o n s  o r  s t r a t e g y  (D av is ,  
1984) .
Kilmann (1989)  d i s t i n g u i s h e s  two t y p e s  o f  o r g a n i z a t i o n a l  c u l t u r e ,  an 
a d a p t i v e  c u l t u r e  and a d y s f u n c t i o n a l  c u l t u r e .  An a d a p t i v e  c u l t u r e  i s  
c h a r a c t e r i z e d  by members who a c t i v e l y  s u p p o r t  each o t h e r ' s  e f f o r t s  t o  
i d e n t i f y  and s o l v e  p r ob le m s .  Members a r e  r e c e p t i v e  t o  change ,  e s p e c i a l l y  
i f  t h e  change  w i l l  h e lp  a c h i e v e  o r g a n i z a t i o n a l  s u c c e s s .  The s o c i a l  
e ne rgy  i s  p o s i t i v e  w i th  an a tm osphe re  o f  c o n f i d e n c e  and e n th u s i a sm  f o r  
improvement .  A d y s f u n c t i o n a l  c u l t u r e  i s  e v i d e n t  when t h e r e  i s  no common 
i n t e r e s t  in  a c c o m p l i s h in g  o r g a n i z a t i o n a l  o b j e c t i v e s .  The i n t e r n a l  
p r e s s u r e  and c o n f l i c t  unde rmines  any a t t e m p t s  t o  change t h e  ' s t a t u s  q u o . '  
No one r e a l l y  want s  t o  be i n e f f e c t i v e  o r  n o n - p r o d u c t i v e ,  bu t  members 
p r e s s u r e  one a n o t h e r  t o  comply w i th  t h e  i n t a n g i b l e ,  u n s t a t e d  c u l t u r e .  
The n e g a t i v e  s o c i a l  e n e rg y  i s  m a n i f e s t e d  in  low m o ra l e ,  poor  pe rfo rmance  
and g e n e r a l  d i s s a t i s f a c t i o n .
Kilmann (1989)  found  t h a t  i f  l e f t  u n a t t e n d e d ,  an o r g a n i z a t i o n ' s  
c u l t u r e  a lm o s t  a lways becomes d y s f u n c t i o n a l .  Peop le  t e n d  t o  cope wi th  
u n c e r t a i n t y ,  f e a r ,  i n s e c u r i t y ,  and p e r c e i v e d  t h r e a t s  by p r o t e c t i n g  
t h e m s e l v e s ,  b u i l d i n g  p r o t e c t i v e  b a r r i e r s  a round t h e m s e lv e s  and t h e i r  work 
u n i t s ,  and a round  t h e  e n t i r e  o r g a n i z a t i o n .  Sometimes o r g a n i z a t i o n a l  
c u l t u r e s  s u p p o r t  s e l f - d e f e a t i n g  i n d i v i d u a l  b e h a v i o r  such a s :  do ing  j u s t  
enough t o  g e t  by;  r e s i s t i n g  o r  p u r p o s e f u l l y  s a b o t a g i n g  i n n o v a t i o n ;  be in g  
n e g a t i v e  ab o u t  any o r g a n i z a t i o n a l  change;  and may even i n c l u d e  l y i n g ,  
s t e a l i n g ,  i n t i m i d a t i n g  and h a r a s s i n g  o t h e r s ,  o r  o t h e r  n e g a t i v e ,  s e l f -  
s e r v i n g  b e h a v i o r s .  Th is  d y s f u n c t i o n a l  t y p e  o f  o r g a n i z a t i o n a l  c u l t u r e  
w i l l  p e r s i s t  u n l e s s  t h e r e  i s  a s y s t e m a t i c ,  c o n c e r t e d  e f f o r t  t o  change and 
e s t a b l i s h  an a d a p t i v e  o r g a n i z a t i o n a l  c u l t u r e  (Kilmann,  1989) .
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Format ion  and P r e s e r v a t i o n  o f  O r g a n i z a t i o n a l  C u l t u r e
T y p i c a l l y ,  an o r g a n i z a t i o n a l  c u l t u r e  forms v e ry  q u i c k l y  as  an i n i t i a l  
r e s p o n s e  t o  t h e  o r g a n i z a t i o n ' s  m i s s i o n ,  i t s  s e t t i n g  and what i s  r e q u i r e d  
f o r  s u c c e s s .  The c u l t u r e  b e g in s  t o  t a k e  form as  b e h a v io r  and a t t i t u d e s  
a r e  rewarded by s u c c e s s  (Kilmann,  1989) .  Key i n d i v i d u a l s  in t h e  
o r g a n i z a t i o n  a l s o  have a g r e a t  d e a l  o f  i n f l u e n c e  on t h e  f o r m a t i o n  o f  t h e  
c u l t u r e .  The f o u n d e r ' s  m i s s i o n ,  v a l u e s ,  b e l i e f s  and b e h a v io r  p r o v id e  t h e  
' s e n s e  o f  p u r p o s e '  and t h e  example f o r  o t h e r  members t o  f o l l o w  
( M in tzb e rg ,  1983; Kilmann,  1989) .  In t i m e ,  t h e  c u l t u r e  becomes an 
indepe nde n t  e n t i t y  r e g a r d l e s s  o f  t h e  i n i t i a l  r e a s o n s  and key i n d i v i d u a l s  
t h a t  formed i t .  The c u l t u r e  becomes d i s t i n c t  f rom t h e  formal  s t r u c t u r e ,  
s t r a t e g i e s ,  and reward  sys tem s  o f  t h e  o r g a n i z a t i o n  and i t  w i l l  s u r f a c e  
when management a t t e m p t s  t o  implement  changes  t h a t  have an impact  on 
member b e h a v i o r .  The change  may no t  be e n t h u s i a s t i c a l l y  a c c e p t e d  by t h e  
membership be c ause  t h e  changes  a r e  no t  c o n g ru e n t  w i th  t h e  u n d e r l y i n g  
c u l t u r e  (Kilmann,  1989) .
The human need t o  be a c c e p t e d  by a group  (Maslow, 1943) p r o v i d e s  a 
s o u rc e  o f  power o r  l e v e r a g e  f o r  t h e  o r g a n i z a t i o n a l  c u l t u r e  t o  p e r s i s t .  
I f  someone behaves  d i f f e r e n t l y  f rom what  t h e  c u l t u r e  d i c t a t e s  as  
a p p r o p r i a t e ,  t h a t  i n d i v i d u a l  w i l l  imm edia te ly  e x p e r i e n c e  p r e s s u r e  t o  
change t h a t  b e h a v i o r .  P r e s s u r e  t o  conform w i l l  come from c o - w o r k e r s ,  t h e  
s u p e r v i s o r ,  t h e  b o s s ,  o r  any  o t h e r  member in t h e  o r g a n i z a t i o n .  P r e s s u r e  
may come in t h e  form o f  v e r b a l ,  o r  nonve rba l  m essages ,  o r  even a formal  
memo, o r  m ee t ing  (Kilmann,  1989) .  O r g a n i z a t i o n a l  c u l t u r e s  have a 
t e n d e n c y  t o  be s e l f - p e r p e t u a t i n g  b e c au s e  t h e  domina te  c u l t u r e  i n f l u e n c e s  
such t h i n g s  as  who g e t s  h i r e d ,  who g e t s  promoted ,  and who i s  rew arded .  
Job h u n t e r s  t r y  t o  match t h e i r  p e r s o n a l i t i e s  t o  o r g a n i z a t i o n s ,  a t t e m p t i n g
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t o  f i n d  an o r g a n i z a t i o n a l  c u l t u r e  t h a t  ' f i t s '  t h e i r  own s e t  o f  v a l u e s  and 
b e l i e f s .  T h i s  i s  e s p e c i a l l y  t r u e  once an o r g a n i z a t i o n ' s  c u l t u r e  becomes 
w id e s p re a d  knowledge (Kilmann,  1989) .
Sche in  (1985)  s u g g e s t s  t h a t  o r g a n i z a t i o n a l  c u l t u r e  i s  e v o l u t i o n a r y .  
Young o r g a n i z a t i o n s  a r e  i n f l u e n c e d  a lm o s t  s o l e l y  by t h e  f o u n d e r  o r  
f o u n d e r s .  As o r g a n i z a t i o n s  grow, t h e y  de ve lop  a s t r o n g  c u l t u r e  
i n f l u e n c e d  by s u c c e s s e s  and f a i l u r e s .  The c u l t u r e  may change t o  r e f l e c t  
f u n c t i o n a l ,  g e o g r a p h i c  o r  d i v i s i o n a l  u n i t s ,  bu t  w i l l  g e n e r a l l y  resem ble  
t h e  o r i g i n a l  c u l t u r a l  a s su m p t io n s  o f  t h e  f o u n d e r s .  D e c l in i n g  
o r g a n i z a t i o n s  o f t e n  e x p e r i e n c e  a phenomenon c h a r a c t e r i z e d  by an 
o r g a n i z a t i o n a l  c u l t u r e  t h a t  i s  i n c o m p a t i b l e  w i th  e n v i r o n m e n ta l  changes .  
D e c l i n i n g  o r g a n i z a t i o n s  may e x p e r i e n c e  a c o n d i t i o n  c a l l e d  ' c u l t u r e  
s h o c k , '  which o c c u r s  when an o r g a n i z a t i o n  awakens t o  f i n d  t h a t  i t s  
c u l t u r e  i s  o u t  o f  a l i g n m e n t  w i th  i t s  m i s s i o n ,  i t s  s e t t i n g ,  and i t s  
a s su m p t io n s  (Kilmann,  1989) .
E f f e c t i v e  O r g a n i z a t i o n a l  C u l t u r e
A ccord in g  t o  P e t e r s  and Waterman (1 9 8 2 ) ,  e f f e c t i v e  o r g a n i z a t i o n s  have 
i n t e r n a l  c u l t u r e s  t h a t  f o c u s  on t h e  im por tance  o f  e x c e l l e n c e  in employees 
as  w e l l  a s  t h e  p r o d u c t s  and s e r v i c e s  t h e y  p r o v i d e .  A s u r v i v i n g  
o r g a n i z a t i o n  i s  an a d a p t i v e  o r g a n i z a t i o n ,  one t h a t  i s  in touch  w i th  t h e  
o u t s i d e  w o r ld ,  s e n s e s  change ,  and a d a p t s  t o  i t  ( P e t e r s  & A u s t i n ,  1985) .  
Deal and Kennedy (1982)  d e s c r i b e d  a ' s e r v i c e  c u l t u r e '  as  a way o f  do ing 
t h i n g s  t h a t  p l a c e s  a h igh  v a lu e  on s e r v i c e  q u a l i t y  be c ause  o f  i t s  c r u c i a l  
r o l e  in t h e  s u c c e s s  o f  t h e  b u s i n e s s .  P e t e r s  (1987)  has  a d v i s e d  managers  
t o  make i n n o v a t i o n  a way o f  l i f e  ( c u l t u r e )  f o r  a l l  employees .  He 
s u g g e s t s  t h a t  e f f e c t i v e  o r g a n i z a t i o n s  need a c o r p o r a t e  c a p a c i t y  f o r  
change .  The above d e s c r i p t i o n s  o f  e f f e c t i v e  o r g a n i z a t i o n a l  c u l t u r e s  a r e
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b e s t  r e p r e s e n t e d  by a ' t e a m  c u l t u r e . '  The te rm  team c u l t u r e  may be 
r e l a t i v e l y  new, bu t  t h e  c o n c e p t  was f i r s t  documented by E l to n  Mayo and 
h i s  c o l l e a g u e s  from t h e i r  o b s e r v a t i o n s  d u r i n g  t h e  Hawthorne s tu d y  which 
began in  t h e  1 9 2 0 ' s .  R o e t h l i s b e r g e r  and Dickson (1939)  r e p o r t  t h a t  Mayo 
found t h a t  an i n fo rm a l  sys tem  was e s t a b l i s h e d  by g roups  o f  employees 
r e g a r d l e s s  o f  t h e  t r e a t m e n t  ( i n  t h i s  c a s e ,  changes  v a r i o u s  c o n d i t i o n s  o f  
w ork ) .  He found t h a t  t h i s  i n fo rm a l  sys tem f o r  communica t ion,  
p a r t i c i p a t i o n ,  d e c i s i o n - m a k i n g ,  and in fo rm a l  c l i m a t e  c o u ld  produce  
p o s i t i v e  as  w e l l  as  n e g a t i v e  group norms.  Mayo c onc lude d  t h a t  management 
must  c r e a t e  c o n d i t i o n s  t h a t  a r e  c o nduc ive  t o  t h e  e s t a b l i s h m e n t  o f  
p o s i t i v e  norms ( R o e t h l i s b e r g e r  & D ickson ,  1939) .  The in fo rm a l  sys tem 
t h a t  Mayo i d e n t i f i e d  i s  now c a l l e d  ' o r g a n i z a t i o n a l  c u l t u r e '  and t h e  
groups  under  i n v e s t i g a t i o n  had formed ' t e a m s '  ( P a r k e r ,  1990) .  Hence, 
team c u l t u r e  can be viewed as  an o p e r a t i o n a l  t e rm  f o r  an e f f e c t i v e  
o r g a n i z a t i o n a l  c u l t u r e .
Work Teams 
E f f e c t i v e  Teams
Douglas McGregor (1960)  and R e n s i s  L i k e r t  (1961)  p r o v id e  t h e  i n i t i a l  
t h e o r e t i c a l  f ramework from which t o  b u i l d  t h e  c o n c e p t  o f  team c u l t u r e .  
McGregor (1960)  i s  most  n o t ed  f o r  h i s  e x p l a n a t i o n  o f  b a s i c  a s sum pt ions  
abou t  human b e h a v i o r .  His Theory X and Theory Y p e r s p e c t i v e  p r o v i d e s  
a dichotomous view o f  pe o p le  in o r g a n i z a t i o n s  and how t h e s e  a s sum pt ions  
abou t  p e o p le  w i l l  i n f l u e n c e  t h e  s t y l e  o f  management p r a c t i c e d  by 
managers .  L i k e r t  (1961)  s y n t h e s i z e d  t h e  r e s e a r c h  on e f f e c t i v e  
o r g a n i z a t i o n s  and to p  p e r f o r m in g  mangers  conduc ted  a t  t h e  R esearch  C e n te r  
f o r  Group Dynamics and t h e  I n s t i t u t e  f o r  S o c i a l  R e s e a rc h .  He f o r m u l a t e d
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a sys tem s  compar ison  model f o r  lo o k in g  a t  o r g a n i z a t i o n a l  pe r fo rm ance  
c h a r a c t e r i s t i c s  and t h e  management sys tem p r a c t i c e d  in an o r g a n i z a t i o n .
L i k e r t ' s  (1961)  r e s e a r c h  i s  c o n g ru e n t  w i th  McGregor 's  (1 9 6 0 ) ,  in t h a t  
each  found p o s i t i v e  r e l a t i o n s h i p s  between  e f f e c t i v e  o r g a n i z a t i o n s  and t h e  
s t y l e  o f  management . L i k e r t  (1961)  recommends a p a r t i c i p a t i v e  group 
management sys tem ,  (System 4 , )  w h i l e  McGregor (1960)  recommends a s e l f -  
r e s p o n s i b l e  view o f  employees ,  (Theory  Y).
Blake and Mouton (1964)  s u p p o r t  t h e s e  recom mendat ions  f o r  e f f e c t i v e  
management by i n t r o d u c i n g  t h e i r  ' 9 , 9  Management , '  r e p r e s e n t e d  on t h e i r  
m a n a g e r i a l  g r i d .  Th is  s t y l e  o f  management r e q u i r e s  t h e  manager t o  
i n t e g r a t e  i n d i v i d u a l s  w i th  an o r g a n i z a t i o n a l  e f f o r t ,  whereby each team 
member i s  r e s p o n s i b l e  f o r  a d i f f e r e n t  p a r t  o f  t h e  t o t a l  jo b  and f o r  t h e  
jo b  a s  a whole (Blake  & Mouton, 1964) .
Theory Y (McGregor,  1960) ,  System 4 ( L i k e r t ,  1961) ,  and 9 ,9  
Management (B lake  & Mouton, 1964) ,  a r e  t e a m - o r i e n t e d  management s t y l e s .  
Team o r i e n t e d  management s t y l e s  a r e  s u i t a b l e  f o r  e s t a b l i s h i n g  and 
managing a team c u l t u r e  and c o n t i n u o u s  q u a l i t y  improvement  e f f o r t s .
The f o l l o w i n g  d i s c u s s i o n  w i l l  r e s u l t  in a c o m p i l a t i o n  o f  t r a i t s  t h a t  
a r e  c o n s i d e r e d  by one o r  more a u t h o r s  t o  be c h a r a c t e r i s t i c  o f  e f f e c t i v e  
work t eam s .  Hence,  some words and p h r a s e s  a r e  h i g h l i g h t e d  f o r  pu rpose  
o f  r e c o g n i z i n g  key t e rm s  from which t o  b u i l d  a l i s t  o f  c h a r a c t e r i s t i c s  
o f  e f f e c t i v e  work team s .
McGregor (1960)  p r e s e n t s  a l i s t  o f  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  
management t eam s .  The f o l l o w i n g  i s  an a n n o t a t e d  summary o f  McGregor 's  
c h a r a c t e r i s t i c s :
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• An in fo rm a l, com fortable, re laxed atmosphere can be sensed  a lm o s t  
im m ed ia te ly .  There  a r e  no obv ious  t e n s i o n s  in t h e  o r g a n i z a t i o n  and 
pe o p le  a r e  in v o lv e d  and i n t e r e s t e d  in  what  t h e y  a r e  d o in g .
• V i r t u a l l y  everyone p a rtic ip a te s  in  d iscussions. Members a r e  c a r e f u l  
t o  keep t h e  d i s c u s s i o n  p e r t i n e n t  t o  t h e  t a s k  o f  t h e  g roup .
• The o b je c tive  o f  t h e  group i s  w e l l  understood and accepted by t h e  
members. The pu rpose  i s  f o r m u l a t e d  in such a way t h a t  t h e  members o f  t h e  
group c o u ld  commit t h e m s e lv e s  t o  i t .
• Team members l is te n  to  each o the r. Every id e a  i s  g iv en  a h e a r i n g  w h i l e  
members ho ld  judgement  u n t i l  a l l  i s  communicated.
• D isa g re e m e n ts  e x i s t ,  b u t  t h e  group shows no s i g n s  o f  having  t o  avo id  
c o n f l i c t .  C o n flic t re s o lu tio n  i s  sough t  by a l l  members. However, 
d i s a g r e e m e n t s  may no t  a lways  be r e s o l v e d ,  bu t  t h i s  d o e s n ' t  i n t e r f e r e  w i th  
t h e  e f f e c t i v e  f u n c t i o n i n g  o f  t h e  g roup .
• Consensus decis ions a r e  g e n e r a l l y  r e a c h e d .  O p p o s i t i o n  i s  vo iced  b e f o r e  
d e c i s i o n s  a r e  made. When d e c i s i o n s  a r e  made, everybody  i s  in g e n e r a l  
ag reement  w i th  t h e  use  o f  m a j o r i t y  v o t e  v e ry  u n l i k e l y .
• C onstructive  c r i t ic is m  i s  f r e q u e n t ,  and f r a n k ,  w i t h o u t  e v id e n c e  o f  
p e r s o n a l  a t t a c k .
• 'Hidden agendas' are not present, e ve ryone  knows how everyone  e l s e  
f e e l s  ab o u t  any m a t t e r  under  d i s c u s s i o n  as  w e l l  as  i d e a s  abou t  problems  
o r  o t h e r  i s s u e s .
• Clear work assignments a r e  made and a c c e p t e d .
• The chairperson does not dominate, nor  does t h e  group a u t o m a t i c a l l y  
conform t o  h i s / h e r  o r d e r s .  Leadership s h if ts  t o  d i f f e r e n t  members 
depending on the circumstances, knowledge,  and e x p e r i e n c e .  The a t t e n t i o n  
i s  f o c u s e d  on how t o  g e t  t h e  job  done ,  r a t h e r  t h a n  who c o n t r o l s .
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• The group w i l l  f r e q u e n t l y  s t o p  t o  a s s e s s  i t s  own o p e r a t i o n s ,  loo k in g  
f o r  prob lems in  p r o c e d u r e s ,  b e h a v i o r  o r  any o t h e r  i s s u e s  t h a t  may 
i n t e r f e r e  w i th  t h e  g r o u p ' s  f u n c t i o n i n g .  A l t e r n a t i v e s  a r e  i n v e s t i g a t e d  
and s o l u t i o n s  found  (McGregor,  1960) .
McGregor (1960)  p r o v i d e s  a l i s t  o f  c h a r a c t e r i s t i c s  o f  an i n e f f e c t i v e  
team which i s  e s s e n t i a l l y  t h e  o p p o s i t e  o f  h i s  l i s t  o f  e f f e c t i v e  team 
c h a r a c t e r i s t i c s .  He o b s e rv e d  t h a t  t h e r e  was a t e n d e n c y  f o r  more teams 
t o  be i n e f f e c t i v e  and o f f e r e d  s i x  r e a s o n s  f o r  t h i s  phenomenon: (1 )
minimal  e x p e c t a t i o n s  o f  r e s u l t s  f rom g r o u p s ;  (2 )  i n a d e q u a te  knowledge o f  
what  makes-up an e f f e c t i v e  team; (3)  a v o id a n c e  o f  i n h e r e n t  c o n f l i c t  in 
g ro u p s ;  (4 )  dependence s o l e l y  on t h e  l e a d e r  f o r  group s u c c e s s ;  (5 )  l ack  
o f  a t t e n t i o n  t o  group m ain te na nc e  o r  p r o c e s s  ne e ds ;  (6)  Theory X 
management s t y l e .
L i k e r t  (1961)  o f f e r s  t h e  p r o p e r t i e s  and pe r fo rm ance  c h a r a c t e r i s t i c s  
o f  t h e  i d e a l ,  h i g h l y  e f f e c t i v e  g roup .  A summary o f  t h e s e  p r o p e r t i e s  
f o l l o w .
• Team members a r e  s k i l l e d  a t  r o l e s  and f u n c t i o n s  n e c e s s a r y  f o r  group  
i n t e r a c t i o n .
• Team members have a w e l l  e s t a b l i s h e d  work ing  r e l a t i o n s h i p .
• Team members a r e  a t t r a c t e d  t o  t h e  g roup  and l o y a l  t o  a l l  members.
• A l l  members have c o n f i d e n c e  and t r u s t  in  each  o t h e r .
• Team members have he lp e d  shape  t h e  v a l u e s  and g o a l s  o f  t h e  group which 
a r e  an i n t e g r a t e d  e x p r e s s i o n  o f  v a l u e s  and needs  o f  i n d i v i d u a l s .
• L in k in g  f u n c t i o n s  a r e  i n  harmony w i t h  each  o t h e r ,  s h a r i n g  t h e  same 
v a lu e s  and g o a l s .
• I n d i v i d u a l  members a c c e p t  t h o s e  v a l u e s  t h a t  a r e  more im p o r t a n t  t o  t h e  
g r o u p .
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• Team members a r e  h ig h ly  motivated to  achieve the goals o f  t h e  group.  
Members m a i n t a i n  a s e n se  o f  personal worth and group respect because  of  
t h i s  m o t i v a t i o n  t o  do t h e i r  b e s t  f o r  group s u c c e s s .
• The atmosphere is  supportive f o r  p o s i t i v e  i n t e r a c t i o n ,  p r o b le m - s o l v in g  
and d e c i s i o n  making. Mutual respect i s  shown f o r  c o n t r i b u t i o n s ,  
co ns tru c tive  c r i t ic is m  and o t h e r  i n t e r a c t i o n s  between  members.
• The l e a d e r  i s  t h e  most  i n f l u e n t i a l  pe r son  f o r  e s t a b l i s h i n g  t h e  t o n e  and 
a tm osphere  by a d h e r i n g  t o  sound leadership p r in c ip le s  and p rac tices .
• The group helps each person develop t o  t h e i r  p o t e n t i a l .
• Team members w il l in g ly  accept the goals and expectations of  t h e  group 
w i t h o u t  r e s e n t m e n t .  Groups s e t  high expectations f o r  t h e  group and f o r  
i n d i v i d u a l  members.
• A l l  members be lieve  in  each o ther and e x p e c t  o t h e r  members t o  grow and 
d e v e lo p .
• Members help each other accomplish goals.
• Team members a r e  m otivated to  be c re a tive .
• Team members conform to  c o n s t r u c t i v e  m echan ica l  and a d m i n i s t r a t i v e  
m atters th a t f a c i l i t a t e  the group's e ff ic ie n c y .
• A l l  members a r e  s t r o n g l y  m o t i v a t e d  t o  communicate a l l  in fo rm ation  
r e l e v a n t  t o  t h e  g r o u p ' s  a c t i v i t i e s .
• Members a r e  h i g h l y  m o t i v a t e d  t o  use the communication processes to  best 
serve the in te re s ts  and goals o f the group, a v o i d i n g  i r r e l e v a n t  
i n f o r m a t io n  so as  t o  promote group e f f i c i e n c y .
• Members a r e  s t r o n g l y  motivated to  receive in fo rm ation  on any re levan t 
m atter c o n c e r n in g  t h e  g r o u p ' s  a c t i v i t i e s .
• Members a r e  motivated to  in fluence  o ther members as  we l l  as  b e in g  open 
to  in fluence .
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• The group p r o c e s s e s  e n a b l e  t h e  members t o  i n f l u e n c e  t h e  l e a d e r  and 
p r o v i d e  p o s i t i v e  f e e d b a c k  on how t h e  l e a d e r  can b e s t  s e r v e  t h e  g roup .
• Members a r e  a b l e  t o  i n f l u e n c e  each  o t h e r  c o n t i n u o u s l y ,  making t h e  group 
f l e x i b l e  and a d a p t a b l e  t o  new i d e a s ,  g o a l s ,  and a t t i t u d e s  a f t e r  c a r e f u l  
e x a m i n a t i o n .
• I n d i v i d u a l  members t a k e  t h e  i n i t i a t i v e  and a r e  c o m f o r t a b l e  making 
d e c i s i o n s  which seem t o  be a p p r o p r i a t e  b e c au s e  t h e y  u n d e r s t a n d  t h e  b a s i c  
g o a l s  and p h i l o s o p h y  o f  t h e  g roup .
• The l e a d e r  i s  s e l e c t e d  c a r e f u l l y .  H i s / h e r  l e a d e r s h i p  s k i l l s  a r e  
e v i d e n t ,  and t h e r e  i s  a g e n e r a l  g roup  c o n s e n s u s  on t h e  c om p e te n c i e s  o f  
t h e  l e a d e r  ( L i k e r t ,  1951) .
L i k e r t  (1961)  p o i n t s  ou t  t h a t  t h e  a p p l i c a t i o n  o f  a common p r i n c i p l e  
i s  found in each  o f  t h e  p r o p e r t i e s  and pe r fo rm ance  c h a r a c t e r i s t i c s  o f  t h e  
h i g h l y  e f f e c t i v e  g roup .  Tha t  p r i n c i p l e  i s  t h e  e x t e n s i v e  use  o f  
s u p p o r t i v e  r e l a t i o n s h i p s  as  t h e  b i n d i n g  p r i n c i p l e  t h a t  e n a b l e s  g roups  t o  
be e f f e c t i v e .
C h r i s  A r g y r i s  (1964)  c l a im s  t h a t  o r g a n i z a t i o n a l  e f f e c t i v e n e s s  i s  a 
f u n c t i o n  o f  t h e  e x t e n t  t o  which o r g a n i z a t i o n s  s u p p o r t  p o s i t i v e  norms f o r  
i n t e r p e r s o n a l  competence o f  team members. P o s i t i v e  team norms i n c l u d e :  
c a n d i d n e s s  ab o u t  i d e a s  and f e e l i n g s ;  communicate  o p e n ly  ; e x p e r i m e n t  w i th  
new ways o f  d o in g  t h i n g s ;  i n d i v i d u a l i t y ;  t h o u g h t ;  c o n c e r n ;  and i n t e r n a l  
commitment .
Based on t h e i r  e x p e r i e n c e s  w i th  team b u i l d i n g  in  o r g a n i z a t i o n s ,  
F r a n c i s  and Woodcock (1975)  c l a i m  t h a t  t h e  two most  i m p o r t a n t  a s p e c t s  
which a r e  e s s e n t i a l  p r a c t i c e s  f o r  team e f f e c t i v e n e s s  a r e ;  (1 )  f a c i n g  t h e  
f a c t s ,  and (2 )  e s t a b l i s h i n g  sound p r o c e d u r e s .  Woodcock (1979) i d e n t i f i e d  
and d e s c r i b e d  t h e  n in e  d i s t i n c t  a s p e c t s  o r  ' b u i l d i n g  b l o c k s '  o f  e f f e c t i v e
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teams in h i s  book,  Team Development Manual . The n in e  b u i l d i n g  b l o c k s  a r e  
l i s t e d  below:
• All  team members c l e a r l y  u n d e r s t a n d  and a g r e e  upon t h e  o b j e c t i v e s  of  
t h e  team, and a r e  commit ted t o  a c h i e v i n g  them.
• Team members work t o  e s t a b l i s h  and m a i n t a i n  open and honest 
re la t io n s h ip s . They id e n t ify  and con fron t problems and work t o g e t h e r  t o  
f i n d  con s tru c tive  conclusions.
• Team members p u t  f o r t h  e x t r a  e f f o r t s  t o  support each o the r. They t r u s t  
t h a t  each member has  s i n c e r e  i n t e n t i o n s  f o r  t h e  team and o t h e r  p e o p l e ' s  
b e s t  i n t e r e s t .
• Team members devote e f fo r ts  to  re so lv in g  problems and c o n f l ic ts  through 
cooperation. These e f f o r t s  a r e  v a lu e d  as  n e c e s s a r y  f o r  p r o g r e s s .
• C lear communication and sound procedures e x i s t  between team members f o r  
e f f e c t i v e  t a s k  com p le t io n  and prob lem s o l v i n g .
• The leadership is  appropria te . The l e a d e r  h e l p s  t h e  team d e ve lop  w h i l e  
m ee t ing  t h e  needs of  i n d i v i d u a l s .
• The team evaluates i t s  behavior and l e a r n s  f rom w eaknesses .
• Team members a r e  c h a l l e n g e d  t o  develop t h e m s e lv e s  as in d iv id u a ls . They 
i n c r e a s e  t h e i r  s k i l l s  t h ro u g h  team p a r t ic ip a t io n .
• R ela tionsh ips w i t h i n  t h e  team a r e  f r ie n d ly ,  cooperative , open and fre e  
from negative com petition (Woodcock, 1979; Woodcock & F r a n c i s ,  1981) .
R ic h a rd  Beckhard (1972)  found t h a t  f o r  teams t o  be e f f e c t i v e ,  
management must  fo c u s  on f o u r  i n t e r n a l  f u n c t i o n s :  goals, ro le s ,
processes, and re la t io n s h ip s . Rubin ,  F ry ,  and P lo v n ic k  (1978)  found 
p o s i t i v e  r e l a t i o n s h i p s  between t h e s e  f u n c t i o n s .  Using t h e s e  f o u r  
i n t e r n a l  f u n c t i o n s  as  a b a s e ,  James H. Shonk (1982)  added a f i f t h  
d imens ion  t o  t h e  f u n c t i o n s  o f  team e f f e c t i v e n e s s .  He found t h a t  t h e
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t e a m ' s  i n t e r a c t i o n  w i t h  i t s  e n v i ronm en t  i s  a n o t h e r  d imens ion  t h a t  must 
be c o n s i d e r e d  when one e v a l u a t e s  team e f f e c t i v e n e s s .  Rubin,  F ry ,  and 
P lo v n ic k  (1978)  found t h a t  t h e s e  f u n c t i o n s  i n t e r a c t  in a h i e r a r c h i a l  
manner .  Pe r fo rm ance  in  one a r e a  can i n f l u e n c e  pe r fo rm ance  in a n o t h e r  and 
some f u n c t i o n s  were found  t o  p o t e n t i a l l y  i n f l u e n c e  a l l  o r  some o f  t h e  
o t h e r  f u n c t i o n s .
The i n f l u e n c e s  o u t s i d e  t h e  team o r  e n v i r o n m e n t a l  i n f l u e n c e s ,  have an 
impact  on t h e  f u n c t i o n i n g  o f  e f f e c t i v e  t ea m s .  Teams do no t  o p e r a t e  
i n s i d e  a vacuum, t h e y  f u n c t i o n  w i t h i n  a l a r g e r  e nv i ronm en t  such as  a 
d e p a r t m e n t ,  an o r g a n i z a t i o n ,  a m a r k e t p l a c e ,  o r  a community.  Th is  
e nv i ronm en t  has  w i th  i t ,  a s e t  o f  p o l i c i e s ,  p r o c e d u r e s ,  sy s te m s ,  
s t r u c t u r e s ,  and demands t h a t  i n f l u e n c e  team e f f e c t i v e n e s s  (Shonk,  1982) .
Team e f f e c t i v e n e s s  i s  i n f l u e n c e d  by t h e  e x t e n t  t o  which team members 
c l e a r l y  u n d e r s t a n d  team g o a l s ,  t h e  d e g re e  o f  goa l  ow ne r sh ip ,  t h e  e x t e n t  
t o  which t h e  g o a l s  a r e  o p e r a t i o n a l ,  t h e  e x t e n t  t o  which t h e y  a r e  sh a re d  
by team members,  and t h e  e x t e n t  o f  i n d i v i d u a l  and team goal  c o n f l i c t .  
T h i s  d imens ion  d e a l s  w i th  'wha t  t h e  team i s  t o  a c c o m p l i s h 7 (Shonk,  1982) .
Team e f f e c t i v e n e s s  i s  i n f l u e n c e d  by t h e  e x t e n t  t o  which members 
c l e a r l y  u n d e r s t a n d  t h e i r  r o l e s  and t h e  c o o r d i n a t i o n  o f  r o l e s  f o r  one 
common o v e r a l l  p u r p o s e .  T h i s  d im ens io n  d e a l s  w i th  'who does what on t h e  
t e a m 7 (Shonk,  1982) .
Team p r o c e s s e s  i s  a d imens ion  o f  team e f f e c t i v e n e s s  t h a t  has  t o  do 
w i th  'how t h e  members work t o g e t h e r , 7 i n c l u d i n g  d e c i s i o n  making,  
comm unica t io ns ,  m e e t i n g s ,  and l e a d e r s h i p  s t y l e .  Each o f  t h e s e  p r o c e s s e s  
o f  how t h e  team works t o g e t h e r  i n f l u e n c e s  team e f f e c t i v e n e s s  (Shonk,  
1982) .
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Team members have i n t e r p e r s o n a l  r e l a t i o n s h i p s  as  t h e y  must  i n t e r a c t  
w i th  each  o t h e r  when working  t o g e t h e r .  T h i s  i n v o lv e s  i n t e r p e r s o n a l  
i s s u e s  such as  c o n f l i c t ,  f e e l i n g s ,  e m o t io n s ,  and a t t i t u d e s .  The q u a l i t y  
o f  t h i s  i n t e r a c t i o n  among team members i n f l u e n c e s  team e f f e c t i v e n e s s  
(Shonk,  1982) .
Shonk (1982)  d e v e lo p e d  a team deve lopm ent  q u e s t i o n n a i r e  d e s ig n e d  t o  
i d e n t i f y  how team members f e e l  abou t  t h e i r  team f u n c t i o n i n g  under  t h e  
f i v e  d im e ns ions  d i s c u s s e d  e a r l i e r .  Responden ts  a r e  a sked  t o  respond  t o  
a s e r i e s  o f  open ended q u e s t i o n s ,  as  w e l l  as  some m u l t i p l e  c h o i c e  i t e m s .
B lake ,  Mouton, and A l l e n  (1987)  e x te n d  t h e  ' g r i d '  f ramework t o  
a n a l y z i n g  u n d e r l y i n g  p a t t e r n s  o f  team c u l t u r e .  T h e i r  "Teamwork Grid" (p .  
22 -23)  i s  t w o - d i m e n s i o n a l :  (1)  c oncern  f o r  p r o d u c t i o n  ( g e t t i n g  r e s u l t s ) ,  
and (2)  conc e rn  f o r  p e o p le  ( t h o s e  w i th  and t h ro u g h  whom r e s u l t s  a r e  
a c h i e v e d ) .  The g r i d  measures  t h e  l e v e l  o f  conc e rn  on a 9 - p o i n t  s c a l e .  
Low conc e rn  i s  r e p r e s e n t e d  by t h e  number,  one ,  and h igh concern  i s  
r e p r e s e n t e d  by t h e  number, n i n e .  A ' 9 , 9  Team' i s  c h a r a c t e r i z e d  by high 
c oncern  f o r  p r o d u c t i o n  and high conc e rn  f o r  p e o p l e ,  t h e  f o l l o w i n g  l i s t  
o f  t r a i t s  a r e  s p e c i f i c  c h a r a c t e r i s t i c s  o f  a 9 , 9  Team.
• Invo lv em en t  by team members i s  encou raged  and s t i m u l a t e d .
• Team members f e e l  r e s p o n s i b l e  f o r  a p o s i t i v e  c o n t r i b u t i o n  t o  team t a s k s  
and i n d i v i d u a l  t a s k s .
• I n d i v i d u a l  and o r g a n i z a t i o n a l  g o a l s  a r e  i n t e g r a t e d  by i n v o l v i n g  t h o s e  
r e s p o n s i b l e  f o r  a c c o m p l i s h in g  them.
• Team members c o n s i s t e n t l y  ho ld  each  o t h e r  a c c o u n t a b l e  f o r  pe r fo rm ance  
s t a n d a r d s  which a r e  c r e a t e d  by t h e  team members.
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• Work a s s i g n m e n t s  and r e s p o n s i b i l i t i e s  a r e  d e t e r m i n e d  by i n d i v i d u a l  
c o m p e t e n c i e s ,  b u t  a r e  a l s o  used t o  h e lp  l e s s  com peten t  members d e v e lo p  
s k i l l s  which advance team o b j e c t i v e s .
• C o n t i n u i t y  i s  m a i n t a i n e d  by r e l i a n c e  on i n t e r d e p e n d e n c e  among members.
• The team examines  pe r fo rm a nc e  and l e a r n s  f rom i t  t h ro u g h  open and 
c a n d id  f e e d b a c k .
• The team m ora le  i s  c o h e s i v e  and p o s i t i v e .  Members a r e  commit ted t o  be 
i n v o lv e d  and t h e r e  i s  h igh l e v e l  o f  t r u s t  and  s u p p o r t  f o r  each  o t h e r .  
(Blake  e t  a l . ,  1987) .
C h a r a c t e r i s t i c s  o f  s u c c e s s f u l  o r g a n i z a t i o n s  must  be a p p l i e d  w i th  
c a r e f u l  a t t e n t i o n  t o  t h e  s p e c i f i c  i s s u e s  t h a t  a r e  un ique  t o  s p e c i f i c  
companies .  Employees must  work t o g e t h e r ,  s h a r e  i n f o r m a t i o n ,  exchange 
views and d i s c u s s  o p i n i o n s  t o  c r e a t e  p l a n s  f o r  implementing i n n o v a t i o n s  
f o r  a c h i e v i n g  o r g a n i z a t i o n a l  e x c e l l e n c e  ( T j o s v o l d ,  1986) .  What makes an 
o r g a n i z a t i o n  p r o d u c t i v e ?  T j o s v o ld  (1986)  o f f e r e d  t h e  f o l l o w i n g  
g u i d e l i n e s :
• Employees have knowledge ,  t e c h n o l o g i e s ,  and s k i l l s  t o  t r a n s f o r m  
r e s o u r c e s  i n t o  p r o d u c t s  and s e r v i c e s .  They a r e  commit ted t o  
a c c o m p l i s h in g  t h e i r  t a s k s  and a c h i e v i n g  company g o a l s .
• The o r g a n i z a t i o n  has  t h e  c a p a c i t y  t o  i d e n t i f y  o b s t a c l e s ,  o p p o r t u n i t i e s ,  
and p ro b le m s ,  and s o l v e  them.
• The p r o d u c t i v e  o r g a n i z a t i o n  e x e c u t e s  s t r a t e g i e s  t o  m arke t  o u t p u t s  and 
a d a p t  t o  t h e  e nv i ronm en t .
• The management p r o c e s s  i n t e g r a t e s  p e o p l e  and r e s o u r c e s  i n t o  t h e  sys tem 
t o  a c h i e v e  t h e  o r g a n i z a t i o n a l  g o a l s  ( T j o s v o l d ,  1986) .
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P e t e r  S c h o l t e s  (1988)  o f f e r s  10 e s s e n t i a l  ' i n g r e d i e n t s '  o r  
c h a r a c t e r i s t i c s  f o r  a s u c c e s s f u l  team. These i n g r e d i e n t s  a r e  d i s c u s s e d  
in t h e  c o n t e x t  o f  q u a l i t y  improvement  teams w i t h i n  o r g a n i z a t i o n s .
• Teams work b e s t  when members c le a r ly  understand the purpose and goals 
o f  t h e  team.
• An improvement plan g u i d e s  t h e  team in d e t e r m i n i n g  g o a l s ,  r e s o u r c e s  and 
t i m e - l i n e s  t h a t  a r e  a p p r o p r i a t e  f o r  a c c o m p l i s h in g  team p r o j e c t s .
• A l l  members understand th e ir  re s p o n s ib il i t ie s  and du ties  as  a team 
member. T h e i r  ro le s  are c le a r ly  defined.
• I n f o r m a t io n  i s  communicated t h ro u g h  good d i s c u s s i o n s  and c le a r 
communication p rac tices .
• A l l  members encourage o ther members t o  make m e e t in g s  and o t h e r  
b e n e f i c i a l  team i n t e r a c t i o n s .
• A s u c c e s s f u l  team i s  aware o f t h e  d i f f e r e n t  ways i t  reaches decisions 
and u s e s  t h e  most  a p p r o p r i a t e  p r o c e d u r e s  f o r  team e f f e c t i v e n e s s .
• Everyone p a rtic ip a te s  in d i s c u s s i o n s  and d e c i s i o n s .  A l l  members 
c o n t r i b u t e  t h e i r  p a r t  and s h a r e  t h e  t e a m ' s  s u c c e s s  and f a i l u r e .
• The team estab lishes and adheres to  a set o f norms o r  r e g u l a t i o n s  f o r  
what w i l l  and w i l l  no t  be t o l e r a t e d  in t h e  g roup .
• A l l  team members a r e  aware o f how the group is  fu n c tio n in g .
• The use  o f  t h e  s c ie n t i f ic  approach to  problem so lv ing  and t h e  use o f  
d a t a  t o  make d e c i s i o n s  i n c r e a s e s  t h e  t e a m ' s  s u c c e s s  ( S c h o l t e s ,  1988) .
Weisbord (1989)  o u t l i n e d  t h e  c o n d i t i o n s  f o r  s u c c e s s  in team b u i l d i n g  
and e x p l a i n e d  t h e  dynamics t h a t  u n d e rp in  team f u n c t i o n i n g .  Team b u i l d i n g  
suc ce e ds  unde r  f o u r  c o n d i t i o n s :  i n t e r d e p e n d e n c e ,  l e a d e r s h i p ,  j o i n t
d e c i s i o n ,  and equa l  i n f l u e n c e  (Weisbord ,  1989) .
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• Each p e r son  on t h e  team has a s t a k e  in t h e  i m p o r t a n t  problems on which 
t h e  team i s  w ork ing .  I n te r d e p e n d e n c e  i s  c e n t r a l  t o  team s u c c e s s .
• The l e a d e r  o f  t h e  team i s  w i l l i n g  t o  t a k e  r i s k s  t o  improve group 
pe r fo rm ance .
• A l l  team members a g r e e  t o  p a r t i c i p a t e .
• Each team member has  an e q u a l  chance  t o  i n f l u e n c e  t h e  agenda f o r  t h e  
team.
Weisbord (1989)  c l a i m s  t h a t  each  pe r son  in  a work group c o n t i n u o u s l y  
s t r u g g l e s  w i th  t h r e e  q u e s t i o n s  t h a t  must  be r e s o l v e d  ov e r  and o v e r .  The 
t h r e e  q u e s t i o n s  a r e :  "Am I in o r  o u t ? ;  Do I have any power and c o n t r o l ? ;  
and ,  Can I u s e ,  d e v e lo p ,  and be a p p r e c i a t e d  f o r  my s k i l l s  and r e s o u r c e s ? "  
(p .  305) .  Team members want  t o  be " i n , "  t o  b e lo n g ,  t o  be v a lu e d ,  t o  have 
t a s k s  t h a t  m a t t e r ,  and t o  be acknowledged by o t h e r s .  When team members 
f e e l  " o u t , "  t h e y  w i thd ra w ,  work a l o n e ,  and d e f e a t  t h e m s e lv e s  and o t h e r s .  
Team members want  power. They want  t o  have i n f l u e n c e  ov e r  s i t u a t i o n s  and 
c h a nges .  I n f l u e n c e  and c o n t r o l  h e l p s  team members m a i n t a i n  high s e l f ­
e s te e m .  Team members want  t o  c o n t r i b u t e  t h e i r  r e s o u r c e s ,  and s k i l l s .  
They want  t o  f e e l  l i k e  t h e i r  c o n t r i b u t i o n  does make a d i f f e r e n c e  
(Weisbord ,  1989) .
Glenn P a r k e r  (1990) has  acknowledged t h e  work o f  b e h a v i o r a l  
s c i e n t i s t s  and o t h e r s ,  y e t  he r e c o g n i z e s  t h a t  t h e  o r g a n i z a t i o n a l  
env ironm en t  has  changed .  He has  o f f e r e d  a model o f  team e f f e c t i v e n e s s  
deve loped  from t h e  r e s u l t s  o f  two su rv e y s  he c o n d u c te d .  The f i r s t  s u rvey  
was an open-ended q u e s t i o n n a i r e  com ple te d  by managers  and human r e s o u r c e  
p r o f e s s i o n a l s  in 51 companies  in  a v a r i e t y  o f  i n d u s t r i e s .  The second 
s u rv e y  was deve loped  from t h e  f i r s t  s u rv e y  r e s u l t s  and m a i l e d  t o  CEOs and 
Vice P r e s i d e n t s  o f  Human R esources  o f  t h e  t o p  100 companies  in t h e  1987
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F o r tu n e  l i s t  o f  A m e r i c a ' s  most  admired  c o r p o r a t i o n s .  P a r k e r  (1990) 
i d e n t i f i e d  12 c h a r a c t e r i s t i c s  o r  b e h a v i o r s  t h a t  d i s t i n g u i s h  e f f e c t i v e  
teams from i n e f f e c t i v e  team s .
• The team has a c l e a r  s e n s e  o f  p u r p o s e .  A team must  know why i t  e x i s t s  
and what t h e  a c t i o n  p l a n  i s  f o r  a c c o m p l i s h in g  i t s  o b j e c t i v e s ,  g o a l s ,  
m is s io n  and v i s i o n .
• The a tm osphe re  f o r  e f f e c t i v e  teams t e n d s  t o  be r e l a x e d ,  i n fo r m a l  and 
c o m f o r t a b l e .  Team members e n j o y  b e in g  a round  each o t h e r  and t h e r e  a r e  
no r i g i d  f o r m a l i t i e s  o r  ' s t i f f '  p r o c e d u r e s .  Humor seems t o  be a common 
e le m en t  in t h e  in fo rm a l  c l i m a t e .
• A l l  members o f  t h e  team a c t i v e l y  p a r t i c i p a t e ,  b u t  p a r t i c i p a t i o n  may 
v a r y .  P a r t i c i p a t i o n  i s  'w e i g h t e d '  a c c o r d i n g  t o  q u a l i t y  and impact  on t h e  
t e a m ' s  e f f o r t s .  E f f e c t i v e  teams e nc ou ra ge  p a r t i c i p a t i o n  by a l l  and 
p r o v id e  o p p o r t u n i t i e s  f o r  members t o  p a r t i c i p a t e .
• The most  i m p o r t a n t  f a c t o r  t h a t  d i s t i n g u i s h e s  an e f f e c t i v e  team from an 
i n e f f e c t i v e  team i s  t h e  a b i l i t y  and p r a c t i c e  o f  members l i s t e n i n g  t o  each 
o t h e r .  Members use q u e s t i o n i n g ,  p a r a p h r a s i n g  and summarizing t o  
encourage  id ea  exchange .
• E f f e c t i v e  team members have c i v i l i z e d  d i s a g r e e m e n t s .  We t e n d  t o  shy 
away from c o n f l i c t  b e c au s e  o f  i t s  n e g a t i v e  c o n n o t a t i o n .  C o n f l i c t s  w i l l  
o c c u r  between members on a team. However, c o n f l i c t  does  no t  have t o  
produce  n e g a t i v e  r e s u l t s .  An e f f e c t i v e  team i s  c o m f o r t a b l e  wi th  
d i s a g r e e m e n t  w i t h o u t  hav in g  t o  a v o id  c o n f l i c t  t o  keep e v e r y t h i n g  in 
o r d e r .  E f f e c t i v e  teams e x p e c t  d i f f e r e n c e s  t o  be e x p r e s s e d .  They see  
d i v e r s i t y  as  a team s t r e n g t h .
• A c o n s e n s u s  i s  r e a c h e d  when a l l  members e i t h e r  a g re e  w i th  t h e  d e c i s i o n  
o r  a r e  c o m f o r t a b l e  t h a t  t h e y  have been h e a rd  and t h e y  were un a b le  t o
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c o nv inc e  t h e  o t h e r s  o f  t h e i r  v i e w p o i n t .  Members a r e  w i l l i n g  t o  go a lo n g  
w i th  and s u p p o r t  t h e  t e a m ' s  d e c i s i o n  even i f  t h e y  d i s a g r e e  w i th  i t .
• Team members communicate  o p e n ly .  They f e e l  f r e e  t o  e x p r e s s  t h e i r  
f e e l i n g s  a b o u t  t h e  g r o u p ' s  o p e r a t i o n  and a c t i v i t i e s .  There  i s  c l e a r l y  
a deep  l e v e l  o f  t r u s t ,  p r o v i d i n g  an avenue f o r  members t o  e x p r e s s
t h e m s e lv e s  w i t h o u t  f e a r  o f  r e p r i s a l  o r  em bar ra ssm en t .
• E f f e c t i v e  teamwork r e q u i r e s  i n t e r d e p e n d e n c e  o f  r o l e s  and t a s k s  b e in g  
pe rfo rmed  by each member. Agreement  on what  each  member i s  e x p e c t e d  t o  
do a s  w e l l  a s  t h e  e x p e c t a t i o n s  t h e  team has abou t  t h e  t a s k  done i s  
c l e a r l y  d e f i n e d .  Work a s s i g n m e n t s  a r e  e v e n ly  d i s t r i b u t e d  among team 
members and a l l  a r e  w i l l i n g  t o  work o u t s i d e  o f  t h e i r  d e f i n e d  r o l e  when 
n e c e s s a r y .
While t h e  fo rm al  l e a d e r  may have c e r t a i n  a d m i n i s t r a t i v e
r e s p o n s i b i l i t i e s ,  t h e  l e a d e r s h i p  r e s p o n s i b i l i t i e s  a r e  s h a r e d  by a l l  team 
members. Each member u n d e r s t a n d s  t h e  im por tance  o f  t h e  p r o c e s s  o f  how 
t h e  group f u n c t i o n s  r a t h e r  t h a n  f o c u s i n g  o n ly  on t h e  t a s k  outcome.
• E f f e c t i v e  teams remain  in  touch  w i th  cu s to m e rs  and c l i e n t s  who b e n e f i t  
f rom t h e  t e a m ' s  e f f o r t s .  Key r e l a t i o n s h i p s  a r e  b u i l t  w i t h  p e o p le  o u t s i d e  
o f  t h e  team by c r e a t i n g  a p o s i t i v e  image o f  t h e  team. E x t e r n a l  p e o p le
a r e  i m p o r t a n t  r e s o u r c e s  f o r  making s u r e  t h e  team i s  m ee t ing  t h e
e x p e c t a t i o n s  o f  o u t s i d e r s .
• P a r k e r ' s  (1990)  r e s e a r c h  i n d i c a t e s  t h a t  t h e r e  i s  a v a r i e t y  o f  ways t h e  
team members can c o n t r i b u t e  t o  t h e  s u c c e s s  o f  t h e  team. He i d e n t i f i e d  
f o u r  t e a m - p l a y e r  s t y l e s :  (1 )  c o n t r i b u t o r ,  (2)  c o l l a b o r a t o r ,  (3)  
communica to r ,  and (4 )  c h a l l e n g e r .  He a l s o  found t h a t  s u c c e s s f u l  teams 
a r e  composed o f  members o f  d i v e r s e  s t y l e s .  S t y l e  d i v e r s i t y  s t r e n g t h e n s  
a  team.
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• E f f e c t i v e  teams e v a l u a t e  how w e l l  t h e y  a r e  o p e r a t i n g .  The team i s  
s e l f - c o n s c i o u s  o f  how i t  i s  f u n c t i o n i n g  and w i l l  f r e q u e n t l y  examine what 
may be o b s c u r i n g  i t s  e f f e c t i v e n e s s  such as  member b e h a v i o r ,  o r  a problem 
w i th  p r o c e d u r e s .
P a r k e r  (1990) deve loped  a "Team Development  Survey" where he a sks  
r e s p o n d e n t s  t o  rank  t h e i r  r e s p o n s e  on an e i g h t - p o i n t  L i k e r t - t y p e  s c a l e  
r e g a r d i n g  how o f t e n  t h e y  f e e l  each s t a t e m e n t  i s  t r u e .  On t h e  su rve y  a r e  
t w e lv e  q u e s t i o n s ,  one f o r  each o f  t h e  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  teams 
d e s c r i b e d  above .  An e x p l a n a t i o n  o f  each  c h a r a c t e r i s t i c  f o l l o w s  as  we l l  
a s  an o p p o r t u n i t y  t o  p r o v id e  comments.
M ontebe l lo  and B u z z o t t a  (1993)  p r e s e n t  t h e  "Dimens ional  Model o f  
Teamwork P a t t e r n s , "  d e ve lope d  by P s y c h o l o g i c a l  A s s o c i a t e s .  The model 
d e f i n e s  f o u r  d i s t i n c t  p a t t e r n s  o r  q u a d r a n t s  o f  teamwork t h a t  c o r r e s p o n d  
t o  t h e  e v o l u t i o n a r y  s t a g e s  o f  team deve lopm ent :  r e a c t i v e  ( f o r m i n g ) ,  
a u t h o r i t a r i a n  ( s t o r m i n g ) ,  c a s u a l  ( n o rm ing ) ,  and t r u e  teamwork 
( p e r f o r m i n g ) .  Quadrant  4 ,  t r u e  teamwork, i s  c h a r a c t e r i z e d  by e le m en ts  
o f  work team e f f e c t i v e n e s s  (M on tebe l lo  & B u z z o t t a ,  1993) .
• True teamwork has h igh  s t r u c t u r e  and d i r e c t i o n ,  and h igh  invo lvement  
by  team members.
• The team g e t s  t h i n g s  done by members work ing  in  c o l l a b o r a t i o n  w i th  each  
o t h e r .
• There i s  consensus  on t h e  i d e n t i t y  o f  t h e  team, what  t h e  team i s  d o in g ,  
and  where t h e  team i s  g o in g .
• The t r u e  team has c l a r i f i e d  r e l a t i o n s h i p s  and pe r fo rm ance  e x p e c t a t i o n s  
o f  i n d i v i d u a l s  and t h e  team.
• A l l  team members p a r t i c i p a t e  i n  a c h i e v i n g  c h a l l e n g i n g  g o a l s .
• The work team c l i m a t e  i s  c o o p e r a t i v e  and  p r o d u c t i v e .
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• B us in e s s  communica t ion i s  open ,  d i r e c t ,  r e l e v a n t ,  and b u s i n e s s l i k e .
• The team has t h e  a b i l i t y  t o  p r e v e n t  o r  work th r o u g h  team i s s u e s  
(M ontebe l lo  & B u z z o t t a ,  1993) .
Katzenbach and Smith (1993)  m a i n t a i n  t h a t  working  g roups  a r e  
d i f f e r e n t  f rom work t ea m s .  Working g roups  a r e  n e i t h e r  good nor  bad ,  t h e y  
a r e  s im ply  a d i f f e r e n t  approach  t o  a c c o m p l i s h in g  o b j e c t i v e s  t h a n  t h a t  o f  
a team. While Katzenbach and Smith (1993)  b e l i e v e  t h a t  r e a l  teams w i l l  
a lm os t  a lways o u t p e r f o r m  working g r o u p s ,  work ing  g roups  can he lp  
i n d i v i d u a l s  p e r fo rm  in t h e i r  i n d i v i d u a l  r o l e s .  The d i f f e r e n c e s  between 
working  g roups  and work teams a r e  l i s t e d  below (Katzenbach  & Smith,  
1993a,  1993b) .
Working Group Team
S t r o n g ,  c l e a r l y  f o c u s e d  l e a d e r  Sha red  l e a d e r s h i p  r o l e s
I n d i v i d u a l  a c c o u n t a b i l i t y  I n d i v i d u a l  a n d  m u t u a l
The g r o u p ' s  pu rpose  i s  t h e  same 
as  t h e  b r o a d e r  o r g a n i z a t i o n  
m is s io n
a c c o u n t a b i l i t y
S p e c i f i c  t eam p u rpose  t h a t  
t h e  team i t s e l f  d e l i v e r s
I n d i v i d u a l  w o r k - p ro d u c t s C o l l e c t i v e  w o r k - p r o d u c t s
Runs e f f i c i e n t  m e e t ings E n c o u r a g e s  o p e n - e n d e d  
d i s c u s s i o n s  and  a c t i v e  
p r o b l e m - s o l v i n g  m ee t in g s
Measures  i t s  e f f e c t i v e n e s s  
i n d i r e c t l y  by i t s  i n f l u e n c e  on 
o t h e r s  ( e . g . ,  f i n a n c i a l  
pe r fo rm ance  o f  t h e  b u s i n e s s )
Measures  p e r fo rm a n c e  d i r e c t l y  
by a s s e s s i n g  c o l l e c t i v e  work-  
p r o d u c t s
D i s c u s s e s ,  d e c i d e s ,  and d e l e g a t e s  D i s c u s s e s ,  d e c i d e s ,  and does
r e a l  work t o g e t h e r
(Katzenbach  & Smith ,  1993a p.  214)
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S e l f - D i r e c t e d  Work Teams
A s e l f - d i r e c t e d  work-team i s  an i n t a c t  group  o f  employees who a r e
r e s p o n s i b l e  f o r  a whole work p r o c e s s  o r  segment t h a t  d e l i v e r s  a
p r o d u c t  o r  s e r v i c e  t o  an i n t e r n a l  o r  e x t e r n a l  cus to m er  ( W e l l i n s ,
Byham & W il son ,  1991 p. 3 ) .
Although many o f  t h e  common f a c t o r s  a s s o c i a t e d  w i th  e f f e c t i v e  teams 
a l s o  a p p ly  t o  s e l f - d i r e c t e d  t eam s ,  t h e r e  a r e  d i s t i n c t i o n s  t h a t  make s e l f ­
d i r e c t e d  teams d i f f e r e n t  f rom o t h e r  t y p e s  o f  t eam s .  Team members on a 
s e l f - d i r e c t e d  team a r e  p e o p le  who n o r m a l ly  work t o g e t h e r  on a d a y - t o - d a y  
b a s i s  as  an i n t a c t  g roup ,  u n l i k e  a p r o j e c t  team o r  a q u a l i t y  a c t i o n  team. 
S e l f - d i r e c t e d  teams a r e  d e s ig n e d  t o  g i v e  t h e  team ownership o f  t h e  
p r o d u c t  a n d / o r  s e r v i c e  f o r  which t h e y  a r e  r e s p o n s i b l e .  Th i s  work 
a r r a n g e m e n t  u s u a l l y  r e q u i r e s  team members t o  have a g r e a t e r  v a r i e t y  o f  
jo b  r e s p o n s i b i l i t i e s  and s h a re d  work a s s i g n m e n t s  ( W e l l i n s  e t  a l . ,  1991) .  
O the r  d i s t i n g u i s h i n g  c h a r a c t e r i s t i c s  o f  s e l f - d i r e c t e d  teams i n c l u d e :
• They a r e  empowered t o  s h a r e  v a r i o u s  management and l e a d e r s h i p
f u n c t i o n s .
• They p l a n ,  c o n t r o l ,  and improve t h e i r  own work p r o c e s s e s .
• They s e t  t h e i r  own g o a l s  and i n s p e c t  t h e i r  own work.
• They o f t e n  c r e a t e  t h e i r  own s c h e d u l e s  and r ev i e w  t h e i r  per fo rmance  
as  a g roup .
• They may p r e p a r e  t h e i r  own b u d g e t s  and c o o r d i n a t e  t h e i r  work w i th  
o t h e r  d e p a r t m e n t s .
• They u s u a l l y  o r d e r  m a t e r i a l s ,  keep i n v e n t o r i e s ,  and d e a l  w i th
s u p p l i e r s .
• They f r e q u e n t l y  a r e  r e s p o n s i b l e  f o r  a c q u i r i n g  any new t r a i n i n g  
t h e y  migh t  need .
• They may h i r e  t h e i r  own r e p l a c e m e n t s  o r  assume r e s p o n s i b i l i t y  f o r  
d i s c i p l i n i n g  t h e i r  own members.
• They - no t  o t h e r s  o u t s i d e  t h e  team - t a k e  r e s p o n s i b i l i t y  f o r  t h e  
q u a l i t y  o f  t h e i r  p r o d u c t s  o r  s e r v i c e s  ( W e l l i n s  e t  a l . ,  1991 p.  4- 
5 ) .
S e l f - d i r e c t e d  work teams a r e  one o f  t h e  most  advanced s t r a t e g i e s  t o  
enhance  employee invo lv emen t  and f o s t e r  one t o  t a k e  a more p r o a c t i v e  r o l e  
in t h e  c o n t i n u o u s  q u a l i t y  improvement  p r o c e s s  ( W e l l i n s ,  Byham & Wilson,
1991) .
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The most  s u c c e s s f u l  o r g a n i z a t i o n s  o f  t h e  1 9 9 0 ' s  and beyond w i l l  be 
' l e a r n i n g  o r g a n i z a t i o n s 7 (Senge,  1990) ,  an a d a p t i v e  e n t e r p r i s e  w i th  
employees f r e e  t o  t h i n k  f o r  t h e m s e l v e s ,  i d e n t i f y  prob lems and 
o p p o r t u n i t i e s ,  and t o  seek  s o l u t i o n s .  During t h e  s i x t i e s  and s e v e n t i e s ,  
o r g a n i z a t i o n s  employed many m idd le  managers  who were t y p i c a l l y  h i g h l y  
t r a i n e d  in  a t e c h n i c a l  s p e c i a l t y  a r e a  w i th  l i m i t e d  a b i l i t i e s  o u t s i d e  
t h e i r  a r e a  o f  e x p e r t i s e .  In t h e  e i g h t i e s  and n i n e t i e s ,  o r g a n i z a t i o n s  a r e  
c h a l l e n g e d  w i th  t h e  i l l  e f f e c t s  o f  a ' h e a v y  m i d d l e . 7 Many o r g a n i z a t i o n s  
have downs ized and made t h e m s e lv e s  l e a n e r  y e t  m a i n t a i n i n g  and i n c r e a s i n g  
t h e i r  c o m p e t i t i v e  edge .  O r g a n i z a t i o n s  o f  t h e  f u t u r e  w i l l  f e a t u r e  mid ­
l e v e l  managers  w i th  a g e n e r a l i s t s  p e r s p e c t i v e ,  who w i l l  s e r v e  as  
f a c i l i t a t o r s ,  t e a c h e r s ,  and r e s o u r c e  p e o p le  f o r  s e l f - d i r e c t e d  teams 
(Wisdom & Denton,  1991) .  The s e l f - d i r e c t e d  work teams a r e  empowered t o  
' t h i n k  f o r  t h e m s e l v e s 7 r a t h e r  t h a n  have t h e i r  manager  t h i n k  f o r  them. 
O the r  r e a s o n s  f o r  o r g a n i z a t i o n s  t o  move t o  s e l f - d i r e c t e d  teams i n c l u d e :  
e n s u r i n g  c o n t i n u o u s  q u a l i t y  improvement ,  f l e x i b i l i t y  t o  a d a p t  t o  change ,  
f l a t t e r  o r g a n i z a t i o n a l  s t r u c t u r e s ,  and t h e  chang ing  demograph ics  o f  t h e  
American w o r k - f o r c e  ( W e l l i n s  e t  a l . ,  1991) .
E f f e c t i v e  s e l f - d i r e c t e d  teams i n c l u d e  members w i th  a c om b ina t ion  o f  
s k i l l s  such a s :  v a r i o u s  job  s k i l l s  and t e c h n i c a l  t r a i n i n g ,  team and 
i n t e r a c t i v e  s k i l l s ,  and q u a l i t y  d e c i s i o n  making s k i l l s .  H e lp ing  
employees d e v e lo p  t h e s e  s k i l l s  r e q u i r e s  a f i r m  commitment t o  i n t e n s i v e  
t r a i n i n g  and employee deve lopmen t  f o r  s u c c e s s f u l  s e l f - d i r e c t e d  work team 
i m p le m e n ta t io n .  S e l f - d i r e c t e d  teams a r e  o f t e n  deve loped  d u r in g  t im e s  o f  
o r g a n i z a t i o n a l  change.  To promote t h e  c o n c e p t  o f  s e l f - d i r e c t i o n ,  i t  i s  
im p o r ta n t  t o  i n v o lv e  employees in  t h e  s e l f - d i r e c t e d  team d e s ig n  p r o c e s s  
and in d e t e r m i n i n g  t h e i r  own t r a i n i n g  needs ( W e l l i n s  & George,  1991) .
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W e l l in s  e t  a l .  (1991)  i d e n t i f i e d  s i x  key f a c t o r s  in  team deve lo pm en t .  
They s u g g e s t  t h a t  t h e s e  s i x  f a c t o r s  can  be used as  i n d i c a t o r s  t o  
d e t e r m i n e  t h e  p r o g r e s s i v e  ( e v o l u t i o n a r y )  s t a g e s  o f  an e f f e c t i v e  work 
t e a m ' s  g rowth .  The s i x  key f a c t o r s  in  team deve lopment  a r e :  commitment,  
t r u s t ,  p u r p o s e ,  c o m n u n i c a t i o n ,  i n v o lv e m e n t ,  and p r o c e s s  o r i e n t a t i o n  
( W e l l i n s  e t  a l . ,  1991) .
• Team members a r e  commit ted  t o  g roup  g o a l s .  They do n o t  s ee  t h e m s e lv e s  
as  o p e r a t i n g  i n d e p e n d e n t  o f  t h e  g roup .  They s e e  t h e m s e lv e s  as  
c o n t r i b u t i n g  members o f  a team.
• Team members s u p p o r t  ea ch  o t h e r ,  t h e y  honor  commitments ,  and e x h i b i t  
a c c e p t a b l e  team b e h a v i o r  c o n s i s t e n t l y .
• Team members u n d e r s t a n d  how t h e  team f i t s  i n t o  t h e  l a r g e r  o r g a n i z a t i o n .  
Members know t h e i r  r o l e s  and know t h a t  t h e y  make a d i f f e r e n c e .
• Communication c o n s i s t s  o f  i n t e r a c t i o n s  among and between team members, 
as  w e l l  as  t h o s e  o u t s i d e  o f  t h e  team. Communication i s  i m p o r ta n t  f o r  
h a n d l i n g  c o n f l i c t ,  making d e c i s i o n s ,  and in  d a i l y  i n t e r a c t i o n s .
• Team members see  each  o t h e r  a s  p a r t n e r s ,  each  hav ing  a r o l e  on t h e  
team. D i f f e r e n c e s  a r e  r e s p e c t e d  and c o n t r i b u t i o n s  a r e  e n c o u ra g e d .  Group 
c o n s e n s u s  i s  e s t a b l i s h e d  b e f o r e  t h e  team commits t o  a c t i o n .
• The team has e s t a b l i s h e d  p r o c e s s e s  f o r  a c c o m p l i s h in g  i t s  p u r p o se .  
P r o c e s s e s  migh t  i n c l u d e s  p l a n n i n g ,  p r o b l e m - s o l v i n g ,  p r o d u c t i v e  m e e t i n g s ,  
and a p p r o p r i a t e  ways t o  d e a l  w i t h  p rob lem s  ( W e l l i n s  e t  a l . ,  1991) .
The c h a r a c t e r i s t i c s  o f  an e f f e c t i v e  team and t h e  c o r r e s p o n d i n g  
a u t h o r s  who i n c l u d e  t h o s e  c h a r a c t e r i s t i c s  in  t h e i r  d i s c u s s i o n  a r e  
p r e s e n t e d  in  m a t r i x  fo rm  in Tab le  1. Th i s  l i s t  o f  c h a r a c t e r i s t i c s  
p r o v i d e s  a r e f e r e n c e  p o i n t  f rom which t o  draw t h e  e l e m e n t s  o f  an 
e f f e c t i v e  team c u l t u r e .
Table 1
C h a r a c t e r i s t i c s  o f  E f f e c t i v e  Work Teams I d e n t i f i e d  bv One o r  More Authors
Authors
Key Terms A B C D E F G H I J K L M
Commitment x x x x
Continuous Improvement x
High Expectations x x x
Loyalty to Team x
Motivated to Achieve Goals x x
Sense of Personal Worth x
Alignment with Environment x x x
Common Mission x x x x x x
Establish/Adhere to Norms x
Improvement Plan x
Purpose Clearly Understood x x  x x  x x x x x
Shapes Own Values & Goals x x
Shared Vision x x x x x x
Active Listening x x
Confidence Each Other/Team x x
Constructive Feedback x x x x







Growth Conflict Resolution 
Mutual Respect 
Support/Encouragement 
No Hidden Agendas 
Open/Honest Relationships 
Respect/Appreciate Diversity 
Skilled at Group Interaction 
Trust Each Other/Team 
Chairperson is Selected 
Clear Roles
Clear Task Assignments 
Conformity for Efficiency 
Sense of Interdependence 
Accept Important Team Values 
All Members Contribute 
Awareness Of Team Function 
Communicate All Information























X X X X X
X
X
(table continues)  ^
O
Table 1 ( continued 1
Authors
Key Terms A B C D
Consensus Decisions x x
Effective Group Processes
Established Work Relations x x
Evaluate Team Functioning x x
Feedback Provided to Leader x
Flexibility/Adaptability x
Group Dominance x x
Leadership Emerges x x
Open Communication x x x
Scientific Problem-Solving x x
Sound Communication Practices x x













































( table continues) ^
Table 1 ( continued)
Key Terms A B
Authors 
C D E F G H I J K L M





Creativity/Innovation X X X X
Identify/Confront Problems X X X X
Individual Development X X X X X
Initiative X
Note. A = McGregor, 1960; B = Likert, 1961; C = Argyris, 1964; D = Blake & Mouton, 1964,
and Blake, Mouton, & Allen, 1987; E = Beckhard, 1972, and Shonk, 1982; F = Woodcock, 1979, 
and Woodcock & Francis, 1981; G = Tjosvold, 1986; H = Scholtes, 1988; I = Weisbord, 1989; 
J = Parker, 1990; K = Wellins, Byham & Wilson, 1991; L = Montebello & Buzzotta, 1993;
M = Katzenbach & Smith, 1993a, 1993b.
-P *ro
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Planned  O r g a n i z a t i o n a l  Change
Change i s  i n e v i t a b l e .  O r g a n i z a t i o n a l  change i s  a p r o c e s s  t h a t  w i l l  
happen w he the r  t h e  change  i s  d e s i r e d .  Change i s  a f a c t  o f  l i f e .  An 
o r g a n i z a t i o n ' s  s u r v i v a l  and s u c c e s s  depends upon i t s  a b i l i t y  t o  d e a l  w i th  
change w i t h o u t  b e in g  ha nd icapped  by d i s r u p t i v e  e f f e c t s  t h a t  may r e s u l t  
f rom change .  Managers need t o  t a k e  a p r o a c t i v e  approach  t o  change r a t h e r  
t h a n  a r e a c t i v e  approach  (H a rp e r ,  1989) .  A p r o a c t i v e  approach  i n v o lv e s  
p l a n n i n g  change .  Managers must  f i r s t  u n d e r s t a n d  o r g a n i z a t i o n a l  change,  
t h e n  s e l e c t  a s t r a t e g y  f o r  change  a p p r o p r i a t e  t o  h i s \ h e r  p a r t i c u l a r  
s e t t i n g .
In an a t t e m p t  t o  d e f i n e  and c l a r i f y  t h e  c o n c e p t  o f  p lanned  
o r g a n i z a t i o n a l  change ,  i t  may be u s e f u l  t o  q u e s t i o n  "why do o r g a n i z a t i o n s  
change?"  and "what changes  in  t h e  o r g a n i z a t i o n ? "  An answer t o  t h e  f i r s t  
q u e s t i o n  (why?) ,  might  b e ,  ' t o  s u r v i v e , '  b u t  t h i s  i s  much to o  g e n e r a l  t o  
be u s e f u l .  A d d r e s s in g  more s p e c i f i c  i s s u e s ,  such as  f o r c e s  f o r  change 
and p r e c o n d i t i o n s  f o r  change ,  p r o v i d e s  a b e t t e r  b a s i s  f o r  u n d e r s t a n d i n g  
p lanned  change .  The second q u e s t i o n ,  (what c h a n g e s ? ) ,  w a r r a n t s  a 
d i s c u s s i o n  o f  o r g a n i z a t i o n a l  f a c t o r s  t h a t  can be changed t o  h e lp  t h e  
o r g a n i z a t i o n  n o t  o n ly  s u r v i v e ,  b u t  grow and p r o s p e r  ( M i t c h e l l  & La rson ,  
1987) .
A p r o g r e s s i v e  a pproach  i s  used  t o  d e v e lo p  a f ramework f o r  an e c l e c t i c  
p e r s p e c t i v e  on p lanne d  o r g a n i z a t i o n a l  change .  The change p r o c e s s  i s  a l s o  
d i s c u s s e d  in t e rm s  o f  o r g a n i z a t i o n a l  deve lopm en t .  F i g u r e s  a r e  used  t o  
h e lp  t h e  r e a d e r  f o l l o w  t h e  p r o g r e s s i v e  n a t u r e  o f  t h e  f o l l o w i n g  d i s c u s s i o n  
o f  p lanned  o r g a n i z a t i o n a l  change .  The boxes c o n t a i n e d  in each  f i g u r e  
r e p r e s e n t  change  from t h e  p r e s e n t ,  a c t u a l  s t a t e ,  o r  " th e  way t h i n g s  a r e "  
t o  a f u t u r e ,  d e s i r e d  s t a t e ,  o r  " t h e  way I want  i t  t o  b e . "  The change
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p r o c e s s  i s  r e p r e s e n t e d  by t h e  s e t  o f  doub le  a rrows  a t  t h e  c e n t e r  o f  each 
f i g u r e .
Whv Do O r g a n i z a t i o n s  Change?
I v a n c e v ic h  and M att eson  (1987)  c l a s s i f y  t h e  f o r c e s  o f  change i n t o  two 
g ro u p s :  e n v i r o n m e n ta l  f o r c e s  and i n t e r n a l  f o r c e s  ( s e e  F i g u r e  1 ) .
Envi ronm enta l  f o r c e s  a r e  beyond t h e  c o n t r o l  o f  t h e  o r g a n i z a t i o n .  Sources  
o f  e n v i r o n m e n ta l  change may come from changes  in  t h e  m a r k e t p l a c e ,  
advancements  in t e c h n o l o g y ,  and s o c i a l  o r  p o l i t i c a l  c h a n g es .  I n t e r n a l  
f o r c e s  o p e r a t e  w i t h i n  an o r g a n i z a t i o n ,  t y p i c a l l y  w i t h i n  t h e  scope  o f  
c o n t r o l  by management . I n t e r n a l  f o r c e s  a r e  g e n e r a l l y  m a n i f e s t e d  in 
p r o c e s s  and b e h a v i o r a l  p rob le m s ,  such as  d e c i s i o n  making and 
communica t ions  o r  low m o ra l e ,  i n c r e a s e d  a b s e n t e e i s m  and t u r n o v e r  
( I v a n c e v i c h  & M a t te son ,  1987) .
P r e s e n t Change F u t u re
A c tua l  S t a t e » » » D e s i r e d  S t a t e
" t h e  wav t h i n a s  a r e " » » » " t h e  wav I want  i t  t o  be"
A A A A A A A A A A A A A A A A A
Forc es  o f  Change:
Envi ronm enta l  Fo rces  
I n t e r n a l  Fo rces
F i g u re  1 . The f o r c e s  o f  o r g a n i z a t i o n a l  change on ' a c t u a l '  s t a t e .
Beer  (1980)  s u g g e s t s  s e v e r a l  p r e c o n d i t i o n s  t h a t  must  be p r e s e n t  t o  
i n c r e a s e  t h e  l i k e l i h o o d  f o r  o r g a n i z a t i o n s  t o  i n i t i a t e  change ( s e e  F ig u re  
2 ) .  The f i r s t ,  and p r o b a b l y  most  i m p o r t a n t ,  i s  d i s s a t i s f a c t i o n  w i th  t h e  
s t a t u s  quo.  A change a g e n t  w i t h i n  t h e  o r g a n i z a t i o n  must  r e c o g n i z e  
i n t e r n a l  a n d / o r  e x t e r n a l  f o r c e s  t h a t  c a u se  d i s s a t i s f a c t i o n  w i th  t h e  
p r e s e n t  s t a t e  o f  a f f a i r s .
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P r e s e n t Change F u tu re
A c tua l  S t a t e » » » D e s i r e d  S t a t e
" th e  wav t h i n a s  a re " » » » " t h e  wav I want  i t  t o  be"
A A A A A A A A A A A A A A A A A A A A A A A A A
P r e c o n d i t i o n s  f o r  Change:
D i s s a t i s f a c t i o n  
P e r c e i v e d  S o l u t i o n  
Manageable
B e n e f i t s  a r e  G r e a t e r  th a n Cost
F i g u re  2 . P r e c o n d i t i o n s  o f  t h e  ' a c t u a l '  s t a t e  f o r  o r g a n i z a t i o n a l  change.
Another  i m p o r t a n t  f a c t o r  t h a t  w i l l  i n c r e a s e  t h e  l i k e l i h o o d  o f  p lanned  
change i s  t h e  p e r c e p t i o n  t h a t  t h e r e  i s  an a l t e r n a t i v e  way t o  manage o r  
o r g a n i z e  t h a t  w i l l  improve t h e  s i t u a t i o n  o r  s o l v e  t h e  prob lem.  I f  i t  i s  
b e l i e v e d  t h a t  t h e r e  i s  no way o u t ,  no s o l u t i o n  t o  improve t h e  p r e s e n t  
s i t u a t i o n ,  t h e r e  i s  no m o t i v a t i o n  t o  change ,  even i f  t h e r e  i s  
d i s s a t i s f a c t i o n  w i th  t h e  p r e s e n t  s t a t e  ( B e e r ,  1980) .
A t h i r d  c o n d i t i o n  f o r  p lanned  o r g a n i z a t i o n a l  change i s  t h e  b e l i e f  
t h a t  t h e  t r a n s i t i o n  from t h e  c u r r e n t  s t a t e  t o  t h e  d e s i r e d  s t a t e  i s  
m anageab le .  Th is  b e l i e f  i s  dependen t  on t h e  scope  in which t h e  change 
s hou ld  t a k e  p l a c e  ( B e e r ,  1980) .
A f o u r t h  and f i n a l  f a c t o r  i s  t h e  c o s t - b e n e f i t  i s s u e .  I t  i s  im p o r ta n t  
t h a t  t h e  g a i n s  f rom t h e  change a r e  p e r c e i v e d  t o  be g r e a t e r  t h a n  t h e  
c o s t s .  The c o s t  o f  t h e  change  may be m a n i f e s t e d  in  t i m e ,  money, l o s t  
p r o d u c t i v i t y ,  t r a i n i n g ,  r e s i s t a n c e ,  and t h i n g s  o f  t h i s  n a t u r e .  An 
o r g a n i z a t i o n  may no t  be a b l e  t o  j u s t i f y  t h e  c o s t  o f  change  when t h e  
b e n e f i t s  a r e  weighed a g a i n s t  them ( B e e r ,  1980) .
Change i s  l i k e l y  t o  o c c u r  in an o r g a n i z a t i o n  o n ly  when t h e r e  i s  
d i s s a t i s f a c t i o n  w i th  t h e  s t a t u s  quo,  when i t  i s  p e r c e i v e d  t h a t  t h e r e  i s
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an a l t e r n a t i v e  way t o  manage f o r  improvement,  when t h e  t r a n s i t i o n  t o  t h e  
d e s i r e d  s t a t e  seems m anageab le ,  and when t h e  e x p e c t e d  b e n e f i t s  exceed t h e  
p e r c e i v e d  c o s t s  o f  t h e  change  ( B e e r ,  1980) .
P lanned  o r g a n i z a t i o n a l  change and o r g a n i z a t i o n a l  deve lopment  a r e  
f r e q u e n t l y  used synonymously be c ause  o f  t h e  c l o s e  r e l a t i o n s h i p  between 
t h e  t e r m s .  I t  i s  n o t  uncommon t o  see  t h e  t e rm s  grouped t o g e t h e r  a s  in ;  
" o r g a n i z a t i o n a l  change  and de v e lo p m e n t . "  The d i s t i n c t i o n  between t h e  two 
t e rm s  i s  t h a t  o r g a n i z a t i o n a l  deve lopm ent  i s  a f u n c t i o n  o f  p lanned  change.  
O r g a n i z a t i o n a l  deve lopment  r e f e r s  t o  t h e  p r o c e s s  o f  p r e p a r i n g  and 
managing change .  The f u n c t i o n  o f  o r g a n i z a t i o n a l  deve lopment  i s  i n t e n d e d  
t o  make p l an n e d  change  o p e r a t i o n a l  in  o r g a n i z a t i o n s .  O r g a n i z a t i o n a l  
deve lopm ent  f o c u s e s  on "what i s  changed" as  d e s c r i b e d  above .  Changes in 
j o b s ,  s t r u c t u r e  and p o l i c y ,  i n d i v i d u a l  employees ,  and changes  in 
v a lu e s / n o rm s  can be ac com pl i she d  t h ro u g h  o r g a n i z a t i o n a l  deve lopm ent .  
O r g a n i z a t i o n a l  deve lopmen t  has  c e r t a i n  d i s t i n g u i s h i n g  c h a r a c t e r i s t i c s ,  
a l l  o f  which c h a r a c t e r i z e  p lanned  change  ( s e e  F i g u re  3) ( I v a n c e v i c h  & 
M a t t e so n ,  1987) .
• Pl anned  - O r g a n i z a t i o n a l  deve lopment  i n v o lv e s  goa l  s e t t i n g ,  a c t i o n  
p l a n n i n g ,  im p l e m e n ta t i o n ,  m o n i t o r i n g ,  and t a k i n g  c o r r e c t i v e  a c t i o n  when 
n e c e s s a r y .
• Problem O r i e n t e d  - O r g a n i z a t i o n a l  deve lopmen t  a t t e m p t s  t o  a p p ly  t h e o r y  
and r e s e a r c h  from a v a r i e t y  o f  d i s c i p l i n e s  t o  s o l v i n g  o r g a n i z a t i o n a l  
p rob lem s.
• Systems Approach - O r g a n i z a t i o n a l  deve lopment  l i n k s  human r e s o u r c e s  and 
t h e  p o t e n t i a l  o f  an o r g a n i z a t i o n  t o  change t e c h n o l o g y ,  s t r u c t u r e ,  and 
management p r o c e s s e s .
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P r e s e n t Change F u tu re
A c tua l  S t a t e  
" th e  wav t h i n a s  a re "
» » »
» » »
D e s i r e d  S t a t e  
" t h e  wav I want  i t  t o  be"
A A A A A A A A A A
C h a r a c t e r i s t i c s  o f  t h e  Change P r o c e s s :  
P lanned  
Problem O r i e n t e d  
Systems Approach 
P a r t  o f  Management P r o c e s s  
Ongoing 
Focus on Improvement 
A c t io n  O r i e n t e d  
Based on Sound Theory & P r a c t i c e
F i g u r e  3 . C h a r a c t e r i s t i c s  o f  t h e  o r g a n i z a t i o n a l  change  p r o c e s s .
• I n t e g r a l  P a r t  o f  Management P r o c e s s  - O r g a n i z a t i o n a l  deve lopment
becomes a way o f  managing o r g a n i z a t i o n a l  change p r o c e s s e s .
• Ongoing - O r g a n i z a t i o n a l  deve lopmen t  i s  a c o n t i n u o u s  and ongoing
p r o c e s s .  I t  becomes an o r g a n i z a t i o n a l  norm.
• Focus on Improvement  - O r g a n i z a t i o n a l  deve lopment  i s  f o r  any
o r g a n i z a t i o n ,  n o t  o n ly  " s i c k "  o r g a n i z a t i o n s .
• A c t io n  O r i e n t e d  - O r g a n i z a t i o n a l  deve lopmen t  f o c u s e s  on accompli shments  
and r e s u l t s .
• Sound Theory  & P r a c t i c e  - O r g a n i z a t i o n a l  deve lopment  i s  no t  a gimmick 
o r  f a d .  I t  i s  based  on a s o l i d  t h e o r y  and r e s e a r c h  from a v a r i e t y  o f  
d i s c i p l i n e s  ( I v a n c e v i c h  & M a t te son ,  1987) .
Kurt  L ew in ' s  (1951) model o f  p lanne d  change  i s  based  on t h e  id ea  t h a t  
b e h a v i o r  in  o r g a n i z a t i o n s  a r e  a r e s u l t  o f  two s e t s  o f  f o r c e s ;  1) 
r e s t r a i n i n g  f o r c e s ,  s t r i v i n g  t o  m a i n t a i n  t h e  s t a t u s  quo,  and 2) d r i v i n g  
f o r c e s ,  p ush ing  f o r  change ( s e e  F i g u r e  4 ) .  I f  bo th  f o r c e s  a r e  abou t
e q u a l ,  t h e  p r e s e n t  s t a t e  r em ain s  unchanged .  Change o c c u r s  when e i t h e r
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d r i v i n g  f o r c e s  i n c r e a s e  o r  r e s t r a i n i n g  f o r c e s  d e c r e a s e ,  o r  some 
c om bina t ion  o f  b o t h .
P r e s e n t Change F u tu re
A c tua l  S t a t e » » » D e s i r e d  S t a t e
" t h e  wav t h i n a s  a re " » » » " t h e  wav I want  i t  t o  be"
A A A A A A A A A A
PRESENT SITUATION » » >  UNFREEZING » » > MOVING » » » » »  REFREEZING
D r i v i n g  F o r c e s  » » » » » > « « «  R e s t r a i n i n g  F o rc es
F i g u re  4 . Lew in ' s  o r g a n i z a t i o n a l  change model ,  impact  on t h e  change 
p r o c e s s .
Lewin (1951) viewed t h e  change p r o c e s s  as  c o n s i s t i n g  o f  t h r e e  s t e p s :  
u n f r e e z i n g ,  moving,  and r e f r e e z i n g .  U n f r e e z in g  i n v o lv e s  t h e  r e a s o n s  why 
o r g a n i z a t i o n s  change ,  i n f l u e n c e d  by p r e c o n d i t i o n s  f o r  change.  Moving 
r e q u i r e s  s h i f t i n g  t h e  o r g a n i z a t i o n  t o  a new l e v e l  o f  b e h a v io r  t h ro u g h  job  
r e - d e s i g n ,  changed s t r u c t u r e ,  i n d i v i d u a l  c h a nges ,  and new v a lu e s /n o rm s  
( M i t c h e l l  & L a r son ,  1987) .  The r e f r e e z i n g  s t e p  s t a b i l i z e s  t h e  
o r g a n i z a t i o n  a t  a new s t a t e  o f  e q u i l i b r i u m  which i s  m a i n t a i n e d  by equa l  
f o r c e s  u n t i l  c o n d i t i o n s  a r e  c onduc ive  f o r  change  ( s e e  F i g u r e  5 ) .
Lewin (1951) i s  r e c o g n i z e d  as  t h e  f a t h e r  o f  group dynamics.  Although 
he i s  no t  r e s p o n s i b l e  f o r  e s t a b l i s h i n g  group dynamics as  a f i e l d  o f  
s t u d y ,  h i s  i n f l u e n c e  in  t h e  f i e l d  o f  human r e s o u r c e  and o r g a n i z a t i o n a l  
change has had a s i g n i f i c a n t  impact  on t h e  s tu d y  o f  group f u n c t i o n i n g .  
Da l ton  (1970) e x t e n d s  Kur t  L e w in ' s  u n f r e e z i n g ,  moving, and r e f r e e z i n g  
c o n c e p t  by s e quenc ing  t h e  change p r o c e s s  i n t o  f o u r  i n t e r a c t i o n  p a t t e r n s  
t h a t  g e n e r a l l y  t a k e  p l a c e :  f i r s t ,  t e n s i o n  i s  e x p e r i e n c e d  w i t h i n  t h e  
sys tem;  second ,  i n t e r v e n t i o n  by change  a g e n t ;  t h i r d ,  i n d i v i d u a l s  a t t e m p t  
t o  implement  t h e  c ha nges ;  and ,  f o u r t h ,  new b e h a v io r  and a t t i t u d e s  a r e
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r e i n f o r c e d  by a c h ie v e m e n t ,  s o c i a l  t i e s ,  and i n t e r n a l i z e d  v a l u e s ,  
d e c r e a s i n g  dependence on change a g e n t .
P r e s e n t Change F u t u r e
Ac tua l  S t a t e  
" th e  wav t h i n a s  a re "
» » »
» » »
D e s i r e d  S t a t e  
" t h e  wav I want  i t  t o  be"
A A A A A A A A A A A A A A A A
F a c t o r s  Changed:
Jobs  Redes igned  
M odi f i ed  S t r u c t u r e  
I n d i v i d u a l s  Change 
Values  & Norms Change
F i g u re  5 . F a c t o r s  t h a t  may be changed  t o  impact  t h e  ' d e s i r e d '  s t a t e  in 
t h e  o r g a n i z a t i o n a l  change p r o c e s s .
Da l ton  (1970)  r e c o g n i z e d  t h a t  o r g a n i z a t i o n a l  change i s  a f u n c t i o n  o f  
t h e  b e h a v io r  o f  i n d i v i d u a l s  who a r e  a p a r t  o f  t h e  o r g a n i z a t i o n .  He 
combines t h e  sequence  o f  i n t e r a c t i o n  p a t t e r n s  w i th  s u b - p r o c e s s e s  t h a t  
o c c u r  s i m u l t a n e o u s l y .  The b e h a v i o r  o f  t h e  o r g a n i z a t i o n  i s  made up o f  t h e  
a c t i o n s  and r e a c t i o n s  o f  t h e  i n d i v i d u a l s  in i t .  He found  t h a t  as  
i n t e r a c t i o n  p a t t e r n s  were c h a n g in g ,  changes  were a l s o  t a k i n g  p l a c e  w i t h i n  
t h e  i n d i v i d u a l s  i n v o lv e d ,  i n d i v i d u a l s  changed t h e i r  f e e l i n g s  abou t  
t h e m s e lv e s  and t h e y  changed t h e  o b j e c t i v e s  t h e y  s o u g h t .  He i d e n t i f i e d  
f o u r  s u b p r o c e s s e s  by d e s c r i b i n g  t h e  change  t h a t  o c c u r r e d :  (1 )  f rom 
g e n e r a l i z e d  g o a l s  t o  s p e c i f i c  g o a l s ;  (2 )  f rom fo rm er  s o c i a l  t i e s  b u i l t  
a round p r e v i o u s  p a t t e r n s ,  t o  new r e l a t i o n s h i p s  which s u p p o r t  t h e  i n te n d e d  
c ha nges ;  (3 )  f rom s e l f - d o u b t  and low s e l f - e s t e e m ,  t o  a c o n f i d e n c e  and a 
h e ig h t e n e d  s e l f - e s t e e m ;  (4 )  f rom an e x t e r n a l  m o t ive  f o r  change ,  t o  an 
i n t e r n a l  m o tive  f o r  change .
G r e in e r  (1967)  p roposed  an e x p l a n a t o r y  scheme f o r  v iew ing  t h e  change 
p r o c e s s  as  a whole and f o r  c o n s i d e r i n g  s p e c i f i c  management a c t i o n  s t e p s
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w i t h i n  t h i s  o v e r a l l  p r o c e s s .  The framework f o r  t h i s  scheme i s  b u i l t  on 
two u n d e r l y i n g  n o t i o n s :  (1 )  s u c c e s s f u l  change depends on a
r e d i s t r i b u t i o n  o f  power w i t h i n  t h e  s t r u c t u r e  o f  an o r g a n i z a t i o n ,  and (2)  
t h a t  power r e d i s t r i b u t i o n  o c c u r s  t h ro u g h  a de v e lo p m en ta l  p r o c e s s  o f  
change.  G r e i n e r  (1967)  i d e n t i f i e d  s i x  phases  common t o  s u c c e s s f u l  
c hange ,  each i n v o l v i n g  a s t i m u l u s  and a r e a c t i o n  from t h e  power s t r u c t u r e  
(management ) .
• Phase 1: P r e s s u r e  & A rousa l  - P r e s s u r e  f rom e n v i r o n m e n t a l  o r  i n t e r n a l  
f o r c e s  a r o u s e  t o p  management t o  t a k e  a c t i o n .
• Phase 2: I n t e r v e n t i o n  & R e o r i e n t a t i o n  - Arousa l  i s  o f t e n  no t  enough to  
e n s u r e  t h a t  change  w i l l  t a k e  p l a c e .  Hence,  i n t e r v e n t i o n  from a change 
a g e n t  i s  o f t e n  n e c e s s a r y  t o  i n t r o d u c e  change .  T h i s  change a g e n t  w i l l  
a l s o  h e lp  r e - e v a l u a t e  t h e  c u r r e n t  s t a t e  o f  t h e  o r g a n i z a t i o n  and r e - o r i e n t  
management t o  a new l e v e l  o f  a w areness  o f  c u r r e n t  s i t u a t i o n s .
• Phase 3: D i a g n o s i s  & R e c o g n i t i o n  - A s h a re d  app roach  t o  power and 
change i s  n e c e s s a r y  d u r i n g  t h i s  p h a s e .  D i a g n o s i s  o f  problem a r e a s  
r e q u i r e s  c o l l a b o r a t i o n  from a l l  l e v e l s  o f  t h e  o r g a n i z a t i o n  as  w e l l  as  t h e  
change a g e n t .  Management must  t h e n  r e c o g n i z e  c u r r e n t  and p o t e n t i a l  
prob lems as  i d e n t i f i e d  by t h e  d i a g n o s i s  p r o c e s s .
• Phase 4:  I n v e n t i o n  & Commitment - Once t h e  prob lems a r e  i d e n t i f i e d  and 
d i a g n o s e d ,  t h e  f o c u s  i s  s h i f t e d  t o  s o l u t i o n s  t o  p roblems by c o n t i n u i n g  
t h e  c o l l a b o r a t i o n  e f f o r t s  and a s k i n g  employees f o r  i n p u t  r e g a r d i n g  
s o l u t i o n s  t o  t h e  prob lems r a t h e r  t h a n  t h e  problems t h e m s e l v e s .  These new 
" i n v e n t i o n s "  r e q u i r e  commitment t o  a new c o u r s e  o f  a c t i o n  f o r  t h e  nex t  
phase  t o  be i n i t i a t e d .
• Phase 5: E x p e r im e n t a t i o n  & Search  ( T e s t i n g )  - New s o l u t i o n s  i d e n t i f i e d  
in  phase  4 a r e  t e s t e d  on a smal l  s c a l e  b e f o r e  b e in g  implemented
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o r g a n i z a t i o n  wide .  E x p e r im e n t a t i o n  i n v o l v e s  a t t e m p t s  a t  change  in 
v a r i o u s  l e v e l s  o f  t h e  o r g a n i z a t i o n .  These a t t e m p t s  a r e  fo l l o w e d  by a 
s e a r c h  f o r  b e n e f i t s  a s  a r e s u l t  o f  t h e  change .  R e in fo rc em e n t  f rom 
p o s i t i v e  r e s u l t s  b e g in s  t h e  f i n a l  phase  o f  s u c c e s s f u l  change.
• Phase  6: R e in fo rc em e n t  & A ccep tance  - The s i x t h  phase  i s  a c o n t i n u a t i o n  
o f  phase  f i v e .  The p r e v i o u s l y  e x p e r i e n c e d  r e i n f o r c e m e n t  r e s u l t i n g  from 
p o s i t i v e  r e s u l t s  h e lp s  t h e  o r g a n i z a t i o n  (power s t r u c t u r e )  a c c e p t  t h e  new 
p r a c t i c e s .  O the r  members a r e  more l i k e l y  t o  a c c e p t  new p r a c t i c e s  be c ause  
o f  t h e  s h a re d  power approach  used  t o  a c com pl i sh  change  ( G r e i n e r ,  1967) .
What Changes in O r g a n i z a t i o n s ?
M i t c h e l l  and Larson  (1987)  c a t e g o r i z e  t h e  v a r i o u s  f a c t o r s  t h a t  can 
be changed in  an o r g a n i z a t i o n  i n t o  f o u r  m ajo r  g roups  ( s e e  F i g u re  5 ) .  One 
c a t e g o r y ,  jo b  r e - d e s i g n ,  i n c l u d e s  changes  in t h e  j o b s  i n d i v i d u a l  pe o p le  
p e r fo rm  in an o r g a n i z a t i o n .  Jobs  may be expanded o r  r e o r g a n i z e d ,  o r  
c e r t a i n  t a s k s  might  be added o r  d ropped .  O the r  examples  o f  job  r e - d e s i g n  
a r e  changes  in t h e  sequence  o f  t a s k s ,  new o r  d i f f e r e n t  e qu ipm en t ,  
d i f f e r e n t  methods ,  and s h i f t e d  r e s p o n s i b i l i t i e s .  Modify ing t h e  formal  
s t r u c t u r e  o f  t h e  o r g a n i z a t i o n  i s  a n o t h e r  c a t e g o r y  o f  p lanned  
o r g a n i z a t i o n a l  change.  Work teams migh t  be c r e a t e d  o r  e l i m i n a t e d ,  
c h a n n e l s  o f  a u t h o r i t y  might  be changed ,  and c o n t r o l  sys tems  might  be 
m o d i f i e d  o r  d e l e t e d .  An example o f  m od i fy ing  t h e  fo rm al  s t r u c t u r e  would 
be change in  t h e  per fo rmance  e v a l u a t i o n  sys tem  f o r  members in t h e  
o r g a n i z a t i o n  ( M i t c h e l l  & L a r son ,  1987) .
A t h i r d  c a t e g o r y  o f  p lanned  change  f o c u s e s  on chang in g  t h e  
i n d i v i d u a l s  w i t h i n  t h e  o r g a n i z a t i o n .  Employees can be h i r e d ,  p romoted ,  
f i r e d ,  and moved t o  d i f f e r e n t  p o s i t i o n s .  T r a i n i n g  a l s o  i s  grouped i n t o  
t h i s  c a t e g o r y .  Employee t r a i n i n g  i s  d e s ig n e d  t o  change employees by
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improving  t h e i r  s k i l l s  and knowledge in  o r d e r  f o r  them t o  pe r fo rm  b e t t e r  
on t h e  job  ( M i t c h e l l  & La rson ,  1987) .
Modify ing t h e  norms, v a l u e s  and in fo rm a l  s o c i a l  r e l a t i o n s  compr ise  
t h e  f i n a l  c a t e g o r y  o f  change .  These changes  may t a k e  p l a c e  a t  t h e  
i n d i v i d u a l ,  g roup ,  o r  o r g a n i z a t i o n a l  l e v e l .  A t t em pts  can be made to  
change v a l u e s  and norms sh a re d  by a l l  members o f  t h e  o r g a n i z a t i o n .  
Changes may be i n i t i a t e d  t h ro u g h  new p o l i c i e s ,  f r i n g e  b e n e f i t s  programs,  
and t h e  l i k e .
An E c l e c t i c  P e r s p e c t i v e  f o r  Pl anned  O r g a n i z a t i o n a l  Change 
To summarize,  an e c l e c t i c  p e r s p e c t i v e  o f  p lanned  o r g a n i z a t i o n a l  
change i n c l u d e s  why o r g a n i z a t i o n s  change ,  c h a r a c t e r i s t i c s  o f  change ,  and 
what  changes  in  o r g a n i z a t i o n s  ( s e e  F i g u r e  6 ) .
P r e s e n t
A c tua l  S t a t e  
" t h e  wav t h i n g s  a re "
Change Fu tu re
» » »  D e s i r e d  S t a t e
» » »  " th e  wav I want  i t  t o  be"
A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A A
F orc es  o f  Change:  
Envi ronmenta l  
I n t e r n a l  
P r e c o n d i t i o n s  
o f  Change:  
D i s s a t i s f a c t i o n  
P e r c e i v e d  S o l u t i o n  
Manageable
B e n e f i t s  Outweigh Cos t
C h a r a c t e r i s t i c s :
Systems Approach 
Planned
Management P r o c e s s  
Ongoing 
Improvement  Focus 
A c t io n  O r i e n t e d  
Sound Theory & P r a c t i c e
F a c t o r s  Changed:
Jobs Redes igned  
Modif ied  S t r u c t u r e  
I n d i v i d u a l s  Change 
Values  & Norms Change
L e w i n ' s :
D r iv in g  F o rc es  » » «  R e s t r a i n i n g  Forces
F i g u r e  6 . An e c l e c t i c  p e r s p e c t i v e  on p lanne d  o r g a n i z a t i o n a l  change.
Forces  f o r  o r g a n i z a t i o n a l  change  come from i n t e r n a l  a n d / o r  
en v i r o n m e n ta l  s o u r c e s .  One can choose  from a v a r i e t y  o f  e x p l a n a t i o n s  f o r  
why o r g a n i z a t i o n s  p l a n  change.  Whether change i s  m a n i f e s t e d  in B e e r ' s
(1980)  p r e c o n d i t i o n s  f o r  change o r  L e w in ' s  (1951)  d r i v i n g  and r e s t r a i n i n g  
f o r c e s ,  o r  D a l t o n ' s  (1970)  s u b p r o c e s s e s  and i n t e r a c t i o n  p a t t e r n s ,  o r  
G r e i n e r ' s  (1967)  r e d i s t r i b u t i o n  o f  power, p lanned  change i s  a s t i m u l a t e d  
o c c u r r e n c e .  A c t io n  i s  th e n  t a k e n  t o  change job  d e s i g n ,  formal  
s t r u c t u r e s ,  i n d i v i d u a l s ,  norms and v a l u e s ,  o r  any c om bina t ion  o f  t h e  
above ( M i t c h e l l  & L a r son ,  1987) in r e s p o n s e  t o  t h e  s t i m u l u s .  T h e  
o r g a n i z a t i o n  goes  t h ro u g h  a change p r o c e s s  by d e v e lo p i n g  a p l a n  o f  a c t i o n  
t o  accom pli sh  o r g a n i z a t i o n a l  change .  Th i s  change p r o c e s s  i s  o f t e n  
r e f e r r e d  t o  a s  o r g a n i z a t i o n a l  deve lopm en t .  O r g a n i z a t i o n a l  deve lopment  
s hou ld  i n v o lv e  some t y p e  o f  p h i l o s o p h i c a l  g u i d e l i n e s  f o r  c h a n g in g ,  such 
a s  t h e  q u a l i t y  improvement  p h i l o s o p h y .  P lanned  o r g a n i z a t i o n a l  change 
f o c u s e s  on improvement;  improvements t h a t  a r e  o f t e n  e s s e n t i a l  f o r  
c o n t i n u e d  o r g a n i z a t i o n a l  s u r v i v a l  and s u c c e s s .
As m ent ioned  a t  t h e  b e g in n i n g  o f  t h i s  d i s c u s s i o n ,  change i s  
i n e v i t a b l e ,  a f a c t  o f  c o r p o r a t e  l i f e .  Taking  a p r o a c t i v e  approach  t o  
change r a t h e r  t h a n  a r e a c t i v e  approach  i n v o lv e s  a s t r a t e g y  f o r  pl anned  
change  a p p r o p r i a t e  t o  o n e ' s  p a r t i c u l a r  s e t t i n g .  A c l e a r  u n d e r s t a n d i n g  
o f ,  why o r g a n i z a t i o n s  change ,  and what changes  in t h e  o r g a n i z a t i o n  
p r o v i d e s  a b a s i s  f o r  s e l e c t i n g  such a s t r a t e g y .
Throughout  t h i s  d i s c u s s i o n ,  t h e  c o n c e p t  o f  p lanned  o r g a n i z a t i o n a l  
change has  been g r a p h i c a l l y  i l l u s t r a t e d  as  a p r o c e s s  o f  chang ing  from t h e  
p r e s e n t ,  o r  a c t u a l ,  " t h e  way t h i n g s  a r e , "  t o  t h e  f u t u r e ,  o r  d e s i r e d ,  " th e  
way I want  i t  t o  b e . "  The pu rpose  o f  p r e s e n t i n g  p lanned  o r g a n i z a t i o n a l  
change in such a manner i s  t w o - f o l d .  F i r s t ,  t o  h e lp  one c o n c e p t u a l i z e  
t h e  idea  t h a t  i f  o r g a n i z a t i o n a l  change i s  p l a n n e d ,  t h e n  t h e r e  i s  an 
" a c t u a l "  o r  p r e s e n t  s t a t e ,  and a " d e s i r e d "  o r  f u t u r e  s t a t e .  Second ly ,  
a s s e s s i n g  t h e  d i f f e r e n c e  between " a c t u a l "  work team c u l t u r e  and " d e s i r e d "
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work team c u l t u r e  i s  i m p e r a t i v e  t o  s e l e c t i n g  s t r a t e g i e s  f o r  t h e  
o r g a n i z a t i o n a l  change p r o c e s s  ( S c h l e s i n g e r  & K o t t e r ,  1979) .  Such an 
a s s e s s m e n t  can p r o v id e  f o c u s  and d i r e c t i o n  f o r  change ,  and r e v e a l  
o p p o r t u n i t i e s  f o r  improvement.
A s s e s s in g  P e r c e p t i o n s  o f  Work Team C u l t u r e  
A c c u r a t e  a s s e s s m e n t  o f  team member (employee)  p e r c e p t i o n s  i s  ve ry  
im p o r t a n t  in  t h e  o r g a n i z a t i o n a l  change p r o c e s s .  O r g a n i z a t i o n a l  change 
e f f o r t s  o f t e n  c on tend  w i th  some form o f  r e s i s t a n c e .  K o t t e r  and 
S c h l e s i n g e r  (1979)  s t r e s s  t h e  impor tance  o f  s y s t e m a t i c a l l y  and a c c u r a t e l y  
a s s e s s i n g  i n d i v i d u a l  p e r c e p t i o n s  b e f o r e  implementing  change.  Th is  
a n a l y s i s  s h ou ld  i d e n t i f y  t h e  c u r r e n t  s i t u a t i o n ,  p rob lem s ,  and p o s s i b l e  
c a u s e s  o f  t h e  p rob lem s.  The a n a l y s i s  s h o u ld  p r i o r i t i z e  t h e  problems 
based  on impor tance  and u rg e n c y ,  and i n d i c a t e  t h e  k i n d s  o f  changes  t h a t  
a r e  g e n e r a l l y  needed .  Based on t h e  a n a l y s i s ,  a s t r a t e g y  f o r  change can 
be s e l e c t e d ,  p r e p l a n n i n g  i n i t i a t e d ,  invo lvement  s o l i c i t e d ,  and s p e c i f i c  
t a c t i c s  s e l e c t e d  f o r  i n d i v i d u a l  needs  ( K o t t e r  & S c h l e s i n g e r ,  1979) .
A s s e s s i n g  i n d i v i d u a l  p e r c e p t i o n s  o f  t h e  p r e s e n t  s i t u a t i o n  i s  an 
im p o r t a n t  component  t o  i n c o r p o r a t e  p a r t i c i p a t i o n  i n t o  t h e  change p r o c e s s  
(Vroom, 1964; Hackman & M o r r i s ,  1977; K o t t e r  & S c h l e s i n g e r ,  1979; N ad le r ,  
1983) .  N a d le r  (1983) c l a i m s  t h a t  one o f  t h e  most  c r i t i c a l  s t e p s  f o r  
managing change  i s  t o  d e v e lo p  and communicate  a c l e a r  image o f  t h e  f u t u r e  
(Beckhard  & H a r r i s ,  1977) .  A s s e s s in g  i n d i v i d u a l  p e r c e p t i o n s  o f  a 
d e s i r e d ,  f u t u r e  s t a t e  may h e lp  a work team a ccom pl i sh  such a t a s k .
Measurement  i s  an i m p o r t a n t  conc e rn  in  a l l  s c i e n c e s ,  i n c l u d i n g  
p sycho logy  (N u n n a l ly ,  1970) .  N unna l ly  (1970)  a s s e r t s  t h a t  t h e  n a t u r e  of  
measurement  i s  q u i t e  s im p l e ;  "measurement  c o n s i s t  o f  r u l e s  f o r  a s s i g n i n g  
numbers t o  o b j e c t s  in  such a way a s  t o  r e p r e s e n t  q u a n t i t i e s  of
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a t t r i b u t e s "  (p .  7 ) .  The p r o c e s s  o f  d e v e lo p i n g  an i n s t r u m e n t  f o r  t h e  
pu rpose  o f  m easu r ing  o r  a s s e s s i n g  i n d i v i d u a l  p e r c e p t i o n s  o f  work team 
c u l t u r e  w i l l  be d i s c u s s e d  in t h e  f o l l o w i n g  s e c t i o n .
I n s t r u m e n t  Development  
The p r o c e s s  f o r  d e v e lo p i n g  an i n s t r u m e n t  t o  a s s e s s  p e r c e p t i o n s  of  
work team c u l t u r e  r e q u i r e s  c a r e f u l  p l a n n i n g :  e s t a b l i s h  a t h e o r e t i c a l  
f ramework f o r  d e t e r m i n i n g  t h e  i n s t r u m e n t  c o n s t r u c t s ,  s c a l e  c o n s t r u c t i o n  
and i tem g e n e r a t i o n ,  d a t a  c o l l e c t i o n  and s t a t i s t i c a l  a n a l y s i s ,  as  w e l l  
as  a t t e n t i o n  g iven  t o  t h e  v a l i d i t y  and r e l i a b i l i t y  o f  t h e  measure .  The 
r ev i e w  o f  l i t e r a t u r e  p r o v id e d  t h e  t h e o r e t i c a l  b a s i s  f o r  t h e  i n s t r u m e n t  
c o n s t r u c t  d e s i g n ,  s c a l e  c o n s t r u c t i o n ,  and i tem g e n e r a t i o n .  Data  
c o l l e c t i o n  and s t a t i s t i c a l  a n a l y s i s  w i l l  be d i s c u s s e d  in  t h e  methodology 
s e c t i o n  o f  t h e  m a n u s c r i p t .
R e l i a b i l i t y  o f  Measurements  
The r e l i a b i l i t y  o f  an i n s t r u m e n t  i s  c onc e rne d  w i th  t h e  p r e c i s i o n  o r  
a c c u r a c y  and c o n s i s t e n c y  o f  s e t s  o f  num er ica l  d a t a  g e n e r a t e d  by a 
measurement  (N u n n a l ly ,  1970; K e r l i n g e r ,  1973; S h o n tz ,  1985) .  Random 
e r r o r  i s  in v o lv e d  in a l l  s c i e n t i f i c  measures  ( N u n n a l ly ,  1970) .  
R e l i a b i l i t y  can be d e f i n e d  as  " t h e  r e l a t i v e  a bsenc e  o f  e r r o r s  of  
measurement  in  a m easu r ing  i n s t r u m e n t "  ( K e r l i n g e r ,  1973,  p. 443 ) .  
R e l i a b i l i t y  o f  measurement  i s  a c r i t i c a l  f a c e t  o f  i n s t r u m e n t  deve lo pm en t .  
In o r d e r  f o r  a measurement  t o o l  t o  be v a l i d ,  i t  must  a l s o  be r e l i a b l e .  
On t h e  o t h e r  hand,  a measure can be h i g h l y  r e l i a b l e  and no t  v e ry  v a l i d .  
Thus,  "h igh  r e l i a b i l i t y  i s  a n e c e s s a r y  bu t  no t  s u f f i c i e n t  c o n d i t i o n  f o r  
high  v a l i d i t y "  ( N unna l ly ,  1970, p . 107)
K e r l i n g e r  (1973)  recommends a s l i g h t l y  d i f f e r e n t  form o f  h i s  
"maxmincon p r i n c i p l e "  f o r  g u i d i n g  t h e  improvement  o f  r e l i a b i l i t y ,
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"maximize t h e  v a r i a n c e  o f  t h e  i n d i v i d u a l  d i f f e r e n c e s ,  and min imize  t h e  
e r r o r  v a r i a n c e "  (p .  4 5 4 ) .  The g e n e r a l  p r o c e d u r e  f o r  d e v e lo p i n g  a
r e l i a b l e  measure i s  t o  f i r s t  w r i t e  unambiguous i t e m s .  An ambiguous i tem
p e r m i t s  e r r o r  v a r i a n c e  o r  measurement  e r r o r  t o  become a problem because  
i n d i v i d u a l s  may i n t e r p r e t  t h e  i tem d i f f e r e n t l y .  D i f f e r e n t  
i n t e r p r e t a t i o n s  from i n d i v i d u a l s  t e n d  t o  be random, t h u s  i n c r e a s i n g  t h e  
i n c o n s i s t e n c y ,  ( e r r o r  v a r i a n c e )  and d e c r e a s i n g  t h e  r e l i a b i l i t y .
K e r l i n g e r  (1973)  s u g g e s t s  t h a t  i f  an i n s t r u m e n t  i s  n o t  r e l i a b l e  enough,  
t h e  number o f  i tems  o f  a s i m i l a r  c o n c e p t  s h o u ld  be i n c r e a s e d .  Adding 
more i tems  w i l l  i n c r e a s e  t h e  p r o b a b i l i t y  o f  an a c c u r a t e  measurement and 
w i l l  u s u a l l y ,  though n o t  n e c e s s a r i l y ,  i n c r e a s e  t h e  r e l i a b i l i t y .
K e r l i n g e r ' s  (1973)  t h i r d  recommenda t ion i s  t o  c l e a r l y  and c a r e f u l l y  s t a t e  
t h e  i n s t r u c t i o n s  f o r  c o m p le t in g  t h e  measurement  t o o l .  J u s t  as  ambiguous 
i tems  i n c r e a s e  e r r o r  v a r i a n c e ,  so do ambiguous i n s t r u c t i o n s  i n c r e a s e  t h e  
e r r o r  v a r i a n c e .  A l so ,  i n s t r u m e n t s  s hou ld  be a d m i n i s t e r e d  under  s t a n d a r d ,  
c o n t r o l l e d  and s i m i l a r  c o n d i t i o n s .
One s hou ld  remember t h a t  " r e l i a b i l i t y  i s  a n e c e s s a r y  bu t  no t  
s u f f i c i e n t  c o n d i t i o n  f o r  v a l i d i t y "  (N u n n a l ly ,  1970, p. 131) .  While  a 
h i g h l y  r e l i a b l e  i n s t r u m e n t  i s  no g u a r a n t e e  o f  good ( v a l i d )  s c i e n t i f i c  
r e s u l t s ,  an u n r e l i a b l e  i n s t r u m e n t  c a n n o t  p o s s i b l y  produce  good ( v a l i d )  
s c i e n t i f i c  r e s u l t s  (N u n n a l ly ,  1970; K e r l i n g e r ,  1973) .
V a l i d i t y  o f  Measurements
A c r u c i a l l y  im p o r ta n t  component  in  t h e  deve lopment  o f  an i n s t r u m e n t  
i s  t h e  a t t e n t i o n  g iven  t o  d e t e r m i n i n g  t h e  v a l i d i t y  o f  t h e  i n s t r u m e n t .  
In a g e n e r a l  s e n s e ,  "a m easu r ing  i n s t r u m e n t  i s  v a l i d  i f  i t  does  what i t  
i s  i n t e n d e d  t o  do" ( N u n n a l ly ,  1970, p.  132) .  The most  common d e f i n i t i o n  
o f  v a l i d i t y  i s  e p i t o m i z e d  by t h e  q u e s t i o n :  "Are we m easu r in g  what we
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t h i n k  we a r e  m easu r ing?"  ( K e r l i n g e r ,  1973, p.  4 5 7 ) .  The key word in  t h e  
q u e s t i o n  above i s  'w h a t '  i s  b e in g  m easu red .  V a l i d a t i o n  o f  an i n s t r u m e n t  
r e q u i r e s  ongoing  e m p i r i c a l  i n v e s t i g a t i o n s  i n t o  d e t e r m i n i n g  t h e  d e g r e e  t o  
which i t ,  in  f a c t ,  does  measure what  i t  i s  i n t e n d e d  t o  measure ( N u nna l ly ,  
1970; K e r l i n g e r ,  1973) .  Although v a l i d i t y  i s  u s u a l l y  r e f e r r e d  t o  as  a 
f u n c t i o n  o f  t h e  measurement  i t s e l f ,  i t  i s  a c t u a l l y  d e te r m in e d  by t h e  
p a r t i c u l a r  use  t o  which t h e  i n s t r u m e n t  i s  b e in g  p u t  ( N u n n a l ly ,  1970; 
S h o n tz ,  1986) .
E s t a b l i s h i n g  t h e  v a l i d i t y  w i th  which each  p u rpose  o f  a measure i s  
s e r v e d ,  must  be s u p p o r t e d  by e v id e n c e  ( N u n n a l ly ,  1970) .  Th i s  e v id e n c e  
i s  e s t a b l i s h e d  l a r g e l y  by s c i e n t i f i c  r e s e a r c h .  The American 
P s y c h o l o g i c a l  A s s o c i a t i o n  (1974)  r e c o g n i z e s  t h r e e  p r i n c i p a l  t y p e s  o f  
v a l i d i t y  which can be e s t a b l i s h e d  on a measure :  c o n t e n t  v a l i d i t y ,  
c r i t e r i o n - r e l a t e d  v a l i d i t y ,  and c o n s t r u c t  v a l i d i t y .  Each o f  t h e s e  t h r e e  
ways t o  e s t a b l i s h  v a l i d i t y  w i l l  be d i s c u s s e d  in  t u r n .
E s t a b l i s h i n g  c o n t e n t  v a l i d i t y  r e q u i r e s  b u i l d i n g  e v id e n c e  t h a t  t h e  
i tems  on an i n s t r u m e n t  sample t h e  c o n t e n t  o f  a s p e c i f i e d  domain ( S h o n tz ,  
1986) .  C o n te n t  v a l i d i t y  i s  t h e  d e g r e e  t o  which an i n s t r u m e n t  measures  
an i n t e n d e d  c o n t e n t  a r e a  o r  domain (Gay, 1981) .  C o n te n t  v a l i d a t i o n  i s  
a judgement  o f  t h e  d e g re e  t o  which t h e  c o n t e n t  o r  s u b s t a n c e  o f  a measure 
r e p r e s e n t s  a l l  t h i n g s  t h a t  can p o s s i b l y  be s a i d  o r  o b se rve d  abou t  t h e  
domain ( K e r l i n g e r ,  1973) .  Gay (1981)  u s e s  t h e  t e rm ,  ' l o g i c a l  v a l i d i t y '  
t o  d e s c r i b e  c o n t e n t  v a l i d i t y ,  b e c au s e  c o n t e n t  v a l i d i t y  i s  de te r m in e d  
p r i m a r i l y  t h ro u g h  judgem ent .  N unna l ly  (1970)  recommends two major  
s t a n d a r d s  f o r  e n s u r i n g  c o n t e n t  v a l i d i t y ;  a r e p r e s e n t a t i v e  c o l l e c t i o n  o f  
i t e m s ,  and ' s e n s i b l e '  methods o f  t e s t  c o n s t r u c t i o n .  To e n s u r e  t h a t  t h e  
i tems  a c t u a l l y  r e p r e s e n t  t h e  s p e c i f i e d  domain,  i t  i s  n e c e s s a r y  t o
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f o r m u l a t e  a c o l l e c t i o n  o f  i tems  from a d e t a i l e d  p l a n  w i th  t h e  k i n d s  o f  
q u e s t i o n s  t h a t  w i l l  be i n c l u d e d .  In such c a s e s ,  e v a l u a t i n g  t h e  q u a l i t y  
o f  t h e  p l a n  as  w e l l  a s  t h e  i tem c o n t e n t  become i m p o r t a n t  f a c t o r s  in 
a s s e s s i n g  c o n t e n t  v a l i d i t y .  S e n s i b l e  methods o f  t e s t  c o n s t r u c t i o n  
in v o lv e  c a r e f u l  a t t e n t i o n  t o  t h e  p r o c e s s  by which an i n s t r u m e n t  i s  
deve loped  ( N u n n a l ly ,  1970) .
E s t a b l i s h i n g  c r i t e r i o n - r e l a t e d  v a l i d i t y  r e q u i r e s  d e m o n s t r a t i n g  t h a t  
t h e  s c a l e  s c o r e s  o f  one measure c o r r e l a t e  w i th  one o r  more independen t  
v a r i a b l e s  o r  c r i t e r i a  (S h o n tz ,  1986) .  A c o n c u r r e n t  c r i t e r i o n  c o n s i s t  o f  
d a t a  c o l l e c t e d  a t  n e a r l y  t h e  same t im e  t h e  i n s t r u m e n t  i s  comple ted  and 
t h e n  compared t o  d e t e r m i n e  t h e  r e l a t i o n s h i p .  Th i s  t y p e  o f  a n a l y s i s  i s  
used t o  e s t a b l i s h  c o n c u r r e n t  v a l i d i t y ,  t h e  d e g re e  t o  which t h e  s c o r e s  on 
a t e s t  a r e  r e l a t e d  t o  t h e  s c o r e s  on a n o t h e r ,  a l r e a d y  e s t a b l i s h e d ,  v a l i d  
c r i t e r i o n  a v a i l a b l e  a t  t h e  same t im e  (Gay, 1981) .  A p r e d i c t i v e  c r i t e r i o n  
i s  an e v e n t ,  s t a t e  o r  some form o f  b e h a v i o r  t h a t  i s  e s t i m a t e d  o r  
p r e d i c t e d  f o r  t h e  f u t u r e ,  based  on d a t a  f rom an i n s t r u m e n t .  P r e d i c t i v e  
v a l i d i t y  i s  d e t e r m i n e d  by t h e  d e g r e e  o f  r e l a t i o n s h i p  between t h e  two 
m easures  in v o lv e d  (N u n n a l ly ,  1970; S hon tz ,  1986) .
The t h i r d  t y p e  o f  v a l i d i t y ,  c o n s t r u c t  v a l i d i t y ,  i s  t h e  de g re e  t o  
which an i n s t r u m e n t  m easu res  an i n t e n d e d  h y p o t h e t i c a l  c o n s t r u c t  (Gay, 
1981) .  A c o n s t r u c t  r e p r e s e n t s  a v a r i e t y  o f  b e h a v i o r s  t h a t  c o r r e l a t e  
s i m i l a r l y  w i th  each o t h e r  in i n d ep e n d e n t  s t u d i e s .  C o n s t r u c t  v a l i d i t y  
d i f f e r s  f rom t h e  o t h e r  t y p e s  o f  v a l i d i t y  m ain ly  be c ause  o f  i t s  
p r e o c c u p a t i o n  w i th  t h e o r y ,  t h e o r e t i c a l  c o n s t r u c t s ,  and s c i e n t i f i c  
e m p i r i c a l  i n q u i r y  r e q u i r i n g  t h e  t e s t i n g  o f  h y p o t h e s i z e d  r e l a t i o n s h i p s  
( K e r l i n g e r ,  1973) .
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Because c o n s t r u c t s  conc e rn  domains o f  o b s e r v a b l e  s c o r e s  o r  b e h a v i o r ,  
a b e t t e r  measure o f  any c o n s t r u c t  would l o g i c a l l y  be o b t a i n e d  by 
combining t h e  r e s u l t s  f rom s e v e r a l  m easu res  t h a t  h y p o t h e t i c a l l y  f i t  
t o g e t h e r  t o  measure a c o n s t r u c t  ( N u n n a l ly ,  1970) .  N unna l ly  (1970)  
s u g g e s t s  t h r e e  major  a s p e c t s  o f  e s t a b l i s h i n g  c o n s t r u c t  v a l i d i t y  f o r  
m easu res :  (1 )  s p e c i f y i n g  t h e  domain o f  o b s e r v a b l e s ;  (2 )  d e t e r m i n i n g  t o  
what  e x t e n t  a l l ,  o r  some, o f  t h o s e  o b s e r v a b l e s  c o r r e l a t e  w i th  one 
a n o t h e r ;  and (3 )  d e t e r m i n i n g  w h e th e r  one ,  some, o r  a l l  measures  o f  such 
v a r i a b l e s  a c t  a s  though t h e y  measured t h e  c o n s t r u c t .
C o n s t r u c t  v a l i d i t y  can a l s o  be approached  by an i t e m - a n a l y s i s  
p r o c e d u r e  which i s  s i m i l a r  t o  some t e c h n i q u e s  used  t o  d e t e r m i n e  i n t e r n a l  
c o n s i s t e n c y ,  a form o f  r e l i a b i l i t y .  By c o r r e l a t i n g  s c o r e s  on a l l  i tems 
w i th  each o t h e r  o r  w i th  t h e  t o t a l  s c o r e ,  one can t e s t  h y p o t h e t i c a l  
c o n s t r u c t s  based  on t h o s e  r e l a t i o n s h i p s .  I tems h i g h l y  c o r r e l a t e d  w i th  
each o t h e r  conve rge  on t h e  same c o n s t r u c t .  On t h e  o t h e r  hand,  i tems 
u n r e l a t e d  t o  a t h e o r e t i c a l  c o n s t r u c t  w i l l  d i v e r g e  from t h e  c o n s t r u c t  
(S h o n tz ,  1986) .
A s e t  o f  p r i n c i p l e s  t h a t  gu id e  t h e  i n s t r u m e n t  deve lopment  p r o c e s s  
shou ld  be a p p l i e d ,  r a t h e r  t h a n  a s i n g l e  method. E s t a b l i s h i n g  v a l i d  
measures  i s  an ongoing p r o c e s s  t h a t  must  be a p p r o p r i a t e l y  d e s ig n e d  i n t o  
i n s t r u m e n t  deve lopm ent  and r e f i n e m e n t .  I n s t r u m e n t  v a l i d a t i o n  i s  an 
im p o r ta n t  and n e c e s s a r y  concern  f o r  d e v e lo p i n g  an i n s t r u m e n t  t o  measure 
p e r c e p t i o n s  o f  work team c u l t u r e .  I n s t r u m e n t  r e l i a b i l i t y  i s  a l s o  an 
im p o r ta n t  i s s u e  t o  c o n s i d e r .  T h e r e f o r e ,  one must  employ s c i e n t i f i c  
methods t o  d e v e lo p  an i n s t r u m e n t  w i th  an e s t a b l i s h e d  d e g re e  o f  v a l i d i t y  
and r e l i a b i l i t y .  Such methods a r e  d i s c u s s e d  in t h e  f o l l o w i n g  s e c t i o n  o f  
t h i s  m a n u s c r i p t .
METHODOLOGY
The p u rp o se  o f  t h i s  s t u d y  was t o  d e v e lo p  t h e  TEAM CULTURE INDICATOR 
(TCI) as  an a s s e s s m e n t  t o o l  t o  measure t h e  d i f f e r e n c e  between employee 
p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e  in  b u s i n e s s  and 
i n d u s t r y  s e t t i n g s .  P e r c e p t i o n s  were i n i t i a l l y  measured  on team 
e f f e c t i v e n e s s  f a c t o r s :  m o t i v a t i o n ,  d i r e c t i o n ,  human i n t e r a c t i o n ,
p r o c e s s e s ,  o r g a n i z a t i o n a l  s t r u c t u r e ,  and ou tcomes.  To a ccom pl i sh  t h e  
o b j e c t i v e s ,  t h e  f o l l o w i n g  methods were used .
Design
The d e s ig n  f o r  t h i s  s t u d y  has been d e v e lo p m e n t a l .  S c i e n t i f i c  methods 
were used t o  de ve lop  t h e  TEAM CULTURE INDICATOR.
I n s t r u m e n t  Development
The p r o c e s s  f o r  d e v e lo p i n g  t h e  TCI was a f o u r  s t a g e  d e s i g n ,  based  on 
C h u r c h i l l ' s  (1979)  s u g g e s t e d  p r o c e d u r e  f o r  d e v e lo p i n g  b e t t e r  m u l t i - i t e m  
measures  w i th  d e s i r a b l e  p s y c h o m e t r i c  p r o p e r t i e s ,  and t h e  s t e p s  employed 
by Pa rasu ram an ,  Z i e th a m l ,  and B e r ry  (1988)  in d e v e lo p i n g  SERVQUAL. This  
r e s e a r c h e r  d e c id e d  t o  use t h i e r  p r o c e d u r e s  a s  a gu id e  f o r  t h e  development  
o f  t h e  TCI o f  s i m i l a r i t i e s  in  t h e  e x p e c t e d  number o f  i t e m s ,  t h e  domain 
o f  t h e  TCI c o n s t r u c t s ,  and t h e  i n t e n d e d  pu rpose  o f  t h e  TCI. Tab le  2 
p r o v i d e s  an overv iew o f  t h e  f o u r  s t a g e s  and t h e  14 c o r r e s p o n d i n g  s t e p s ,  
t h e  r e s e a r c h  t e c h n i q u e s ,  and t h e  d a t a  a n a l y s i s  p r o c e d u r e s  t h a t  were used 
t o  deve lop  t h e  TCI.
S tage  I i n c l u d e d  s t e p s  one t h ro u g h  s i x ,  f o c u s i n g  on t h e  i n i t i a l  
deve lopm ent  o f  t h e  TCI. S t a g e  I I  i n c l u d e d  s t e p s  seven th ro u g h  n i n e .  The 
p r im a ry  o b j e c t i v e s  f o r  s t a g e  I I  were d a t a  c o l l e c t i o n  and s c a l e  
r e f i n e m e n t .  The TCI s c a l e s  were r e f i n e d  by r e d u c i n g  t h e  i tem pool  t o  




P r o c ed u re  f o r  Deve lop ing  t h e  TCI
STEP OBJECTIVE TECHNIQUE DATA ANALYSIS
STAGE I :  I n i t i a l  Development
1. C o n c e p t u a l i z e  
team c u l t u r e
Review o f  
1i t e r a t u r e
2. S p e c i f y  domain o f  
c o n s t r u c t s
Review of  
l i t e r a t u r e
3. I d e n t i f y
d im e ns ions  o f  TCI
O p e r a t i o n a l i z e  
r e v i e w  o f  l i t .
4 . G e n e r a t e  TCI 
s c a l e  i tems
L i t e r a t u r e  
Panel  o f  e x p e r t s
5. A ss e s s  v a l i d i t y Panel  o f  e x p e r t s
6. R e v i s e  as  
n e c e s s a r y
E v a l u a t e
recommendat ions
Q u a l i t a t i v e  a n a l y s i s
STAGE I I :  Data  Col l e c t i o n  & S c a l e  R e f in e m e n t ,  Round 1
7. C o l l e c t  d a t a F i e l d  t e s t
8 . R e f i n e  s c a l e s 4 S te p  i t e r a t i v e  
sequence  
R e s t r u c t u r e  
s c a l e s
C r o n b a c h ' s  a lp h a  
I t e m - t o - t o t a l  r  
I t e m - t o - i t e m  r  
F a c t o r  a n a l y s i s
9. A ss e s s  v a l i d i t y User  f eedback Q u a l i t a t i v e  a n a l y s i s  
F r e q u e n c i e s  & 
p e r c e n t a g e s
STAGE I I I :  Data  C o l l e c t i o n  & S c a l e  R e f in e m e n t ,  Round 2
10. C o l l e c t  d a t a F i e l d  t e s t
11. R e f in e  s c a l e s 4 S te p  i t e r a t i v e  
sequence  
R e s t r u c t u r e  
s c a l e s
C r o n b a c h ' s  a lp h a  
I t e m - t o - t o t a l  r  
I t e m - t o - i t e m  r  
F a c t o r  a n a l y s i s
12. A ss e s s  v a l i d i t y User  f eedback Q u a l i t a t i v e  a n a l y s i s  
F r e q u e n c i e s  & 
p e r c e n t a g e s
STAGE IV: F i n a l  A ssessmen ts
13. A ss e s s
r e l i a b i l i t y  & 
f a c t o r  s t r u c t u r e
E v a l u a t e / R e p o r t  
d a t a  a n a l y s i s
C r o n b a c h ' s  a lp h a  
F a c t o r  a n a l y s i s
14. A ss e s s  v a l i d i t y . Panel  o f  e x p e r t s Q u a l i t a t i v e  a n a l y s i s
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A s e c o n d a r y  pu rpose  o f  s t a g e  I I  was t o  r e s t r u c t u r e  t h e  s u b - s c a l e s  i f  
a p p r o p r i a t e .  S t a g e  I I I  i n c l u d e d  s t e p s  10 t h ro u g h  12. A second round o f  
d a t a  were c o l l e c t e d  and a n a ly z e d  t o  f u r t h e r  r e d u c e  t h e  i tem p o o l ,  and 
r e f i n e  t h e  s c a l e s .  S t a g e  IV i n c l u d e d  s t e p s  13 and 14, i n v o l v i n g  f i n a l  
a s s e s s m e n t s  t o  c o n f i rm  t h e  f a c t o r  s t r u c t u r e ,  and e s t a b l i s h  t h e  
r e l i a b i l i t y  and v a l i d i t y  o f  t h e  TCI.
The r e s u l t s  o f  each s t e p  in t h e  TCI deve lopm ent  p r o c e s s  a r e  d i s c u s s e d  
in c h r o n o l o g i c a l  o r d e r  l a t e r  in t h i s  m a n u s c r ip t  ( s e e  " R e s u l t s  and 
D i s c u s s i o n "  s e c t i o n  b e g in n i n g  on page 6 9 ) .
I t e r a t i v e  Sequence 
An i t e r a t i v e  sequence  was used  in s t e p s  seven and e l e v e n  t o  r e f i n e  
t h e  s c a l e s  by e l i m i n a t i n g  i tems  t h a t  f a i l e d  t o  c o n t r i b u t e  t o  i n t e r n a l  
c o n s i s t e n c y ,  e l i m i n a t e  r edunda nc y ,  and c o n f i r m  t h e  d i m e n s i o n a l i t y  o f  t h e  
i n s t r u m e n t .  Tab le  3 o u t l i n e s  t h e  f o u r  s t e p  i t e r a t i v e  sequence .
Data C o l l e c t i o n  and S c a l e  Ref inemen t  
The TCI was s u b j e c t e d  t o  two rounds  o f  d a t a  c o l l e c t i o n  and r e f i n e m e n t  
d u r i n g  s t a g e s  I I  and I I I .  Data  were c o l l e c t e d  from a sample o f  a t  l e a s t  
200 r e s p o n d e n t s  f o r  each round .  Responden ts  were r e c r u i t e d  by a c o n t a c t  
p e r s o n  (human r e s o u r c e  p r o f e s s i o n a l s ,  t r a i n e r s ,  m anagers ,  CEOs, e t c . )  
w i t h i n  p a r t i c i p a t i n g  o r g a n i z a t i o n s  in a b u s i n e s s  and i n d u s t r y  s e t t i n g .  
Responden ts  were members o f  a n a t u r a l  work team, c o n s i s t i n g  o f  s i x  t o  
t w e n t y - f i v e  members, such as  a d e p a r tm e n t  o f  a l a r g e  o r g a n i z a t i o n  o r  a 
smal l  o f f i c e .  A sample s i z e  o f  200 was used  because  o t h e r  s c a l e  
d e v e l o p e r s  have used  s i m i l a r  sample s i z e s  t o  r e f i n e  i n s t r u m e n t s  
c o n t a i n i n g  ab o u t  t h e  same number o f  i tems  ( C h u r c h i l l ,  Ford ,  & Walker ,  
1974; Pa rasuraman e t  a l . ,  1988; Saxe & Weit z ,  1982) ,  and 200 was a 
r e a s o n a b l e  sample s i z e  f o r  t h e  r e s e a r c h e r  t o  c o l l e c t .
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Table 3
F o u r -S te p  I t e r a t i v e  Sequence Used f o r  TCI S c a l e  Ref inemen t  P ro c es s
1. Compute c o e f f i c i e n t  a lp h a  ( C r o n b a c h ' s  a lp h a )
2. Compute i t e m - t o - t o t a l  c o r r e l a t i o n s  on s u b - s c a l e s  
D e l e t e  i tems  w i th  low i t e m - t o - t o t a l  c o r r e l a t i o n s  ( r  < .40)
3. Compute i t e m - t o - i t e m  c o r r e l a t i o n s  on s u b - s c a l e s
D e l e t e  i tems w i th  h igh  ( r  > .70)  and r e l a t i v e l y  low i t e m - t o -  
t o t a l  c o r r e l a t i o n s
4. Compute c o n f i r m a t o r y  f a c t o r  a n a l y s i s  t o  c o n f i rm  d i m e n s i o n a l i t y  
o f  s u b - s c a l e s  ( f a c t o r  l o a d i n g  o f  a t  l e a s t  .40)
Compute e x p l o r a t o r y  f a c t o r  a n a l y s i s  t o  s u g g e s t  p o s s i b l e  
d im ens io ns
R e - a s s i g n  a n d / o r  reword  i tems  and r e s t r u c t u r e  d im ens io ns
The f i r s t  round ( s t a g e  I I ,  s t e p  8)  o f  s c a l e  r e f i n e m e n t  f o c u s e d  
p r i m a r i l y  on r e t a i n i n g  o n ly  t h o s e  i t ems  t h a t  were c a p a b l e  o f  
d i s c r i m i n a t i n g  w e l l  a c r o s s  d i f f e r i n g  p e r c e p t i o n s  o f  e f f e c t i v e  work team 
c u l t u r e  and e l i m i n a t i n g  i tems  t h a t  f a i l  t o  c o n t r i b u t e  t o  t h e  i n t e r n a l  
c o n s i s t e n c y  o f  t h e  i n s t r u m e n t .  The s e co n d a ry  fo c u s  was on c o n f i r m in g  t h e  
f a c t o r  s t r u c t u r e  and r e - s t r u c t u r i n g  t h e  i n s t r u m e n t  where a p p r o p r i a t e .  
The second round ( s t a g e  I I I ,  s t e p  11) o f  s c a l e  r e f i n e m e n t  fo c u s e d  on 
c o n f i r m i n g  t h e  f a c t o r  s t r u c t u r e  and r e l i a b i l i t y  o f  t h e  r e v i s e d  s c a l e s ,  
as  w e l l  as  t h e  o v e r a l l  i n s t r u m e n t .
Ref inemen t  o f  t h e  i n s t r u m e n t  began w i th  t h e  com pu ta t ion  of  
c o e f f i c i e n t  a lp h a  (Cronbach ,  1951) ,  f o l l o w i n g  C h u r c h i l l ' s  (1979) 
recommendat ion .  C o e f f i c i e n t  a lp h a  was computed f o r  t h e  o v e r a l l  TCI and 
a l s o  computed s e p a r a t e l y  f o r  each o f  t h e  s u b - s c a l e s  t o  d e t e r m i n e  t h e  
i n t e r n a l  c o n s i s t e n c y  o f  t h e  s c a l e s .  I t e m - t o - t o t a l  c o r r e l a t i o n s  were
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computed on each  s u b - s c a l e  f o r  t h e  pu rpose  o f  e l i m i n a t i n g  i tems  t h a t  
f a i l e d  t o  c o n t r i b u t e  t o  t h e  i n t e r n a l  c o n s i s t e n c y  o f  t h e  s c a l e .
The raw d a t a  used t o  c a l c u l a t e  t h e  c o e f f i c i e n t  a lp h a  was in t h e  form 
o f  d i f f e r e n c e  s c o r e s  (0 = p e r c e i v e d  o p p o r t u n i t y  f o r  improvement) .  For 
each i t em ,  a d i f f e r e n c e  s c o r e  (0)  was computed by s u b t r a c t i n g  t h e  a c t u a l  
s c o r e  (A),  f rom t h e  d e s i r e d  s c o r e  (D),  (0 = D - A). O the r  r e s e a r c h e r s  
have used  d i f f e r e n c e  s c o r e s  t o  p u r i f y  m u l t i p l e - i t e m  s c a l e s .  Pa rasuraman 
e t  a l .  (1988)  used  d i f f e r e n c e  s c o r e s  f o r  d e v e lo p i n g  SERVQUAL and by Ford 
e t  a l .  (1975)  used d i f f e r e n c e  s c o r e s  f o r  d e v e lo p i n g  s c a l e s  t o  measure 
r o l e  c o n f l i c t .
I tems w i th  low i t e m - t o - t o t a l  c o r r e l a t i o n s  ( s t a g e  one = r  < .60 ;  s t a g e  
two = r  < .55)  were d e l e t e d  and c o e f f i c i e n t  a lp h a  re -computed  on t h e  
r e f i n e d  s u b - s c a l e s  and o v e r a l l  TCI. Th i s  p r o c e d u r e  was r e p e a t e d  f o u r  
t im e s  in  s t a g e  I I  and two t im e s  in s t a g e  I I I ,  each t ime  r e d u c i n g  t h e  
number o f  i tems  on t h e  s c a l e s  by t h e  number w i th  i t e m - t o - t o t a l  
c o r r e l a t i o n  below .60 .
Nunna l ly  (1967) s u g g e s t s  t h a t  f o r  t h e  e a r l y  s t a g e s  o f  r e s e a r c h ,  
i n c r e a s i n g  a lp h a  l e v e l s  beyond .80 i s  p ro b a b l y  w a s t e f u l  and a l s o  s u g g e s t s  
t h a t  r e l i a b i l i t i e s  o f  .50 t o  .60 a r e  s u f f i c i e n t .  However, in many 
a p p l i e d  s e t t i n g s ,  where d e c i s i o n s  a r e  made based  on s p e c i f i c  t e s t  s c o r e s ,  
"a r e l i a b i l i t y  o f  .90 i s  t h e  minimum t h a t  s hou ld  be t o l e r a t e d ,  and a 
r e l i a b i l i t y  o f  .95 s hou ld  be c o n s i d e r e d  t h e  d e s i r e d  s t a n d a r d "  (N unna l ly ,  
1967, p.  226 ) .  The TCI deve lopment  p r o c e s s  i s  c o n s i d e r e d  in t h e  e a r l y  
s t a g e s  o f  r e s e a r c h  and i s  d e s ig n e d  f o r  a p p l i c a t i o n  in b u s i n e s s  and 
i n d u s t r y  s e t t i n g s .  The f o u r  s t e p  i t e r a t i v e  sequence  was used  t o  improve 
a lp h a  l e v e l s  f o r  each s c a l e  as  much as  p o s s i b l e .
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With c o n s i d e r a t i o n  f o r  t h e  d e v e lopm en ta l  n a t u r e  o f  t h i s  r e s e a r c h  and 
t h e  pu rpose  o f  t h e  TCI, t h e  r e s e a r c h e r  de c id e d  on t h e  f o l l o w i n g  
g u i d e l i n e s ,  a p r i o r i ;  a f i n a l  r e l i a b i l i t y  c o e f f i c i e n t  o f  .95 o r  g r e a t e r  
f o r  t h e  o v e r a l l  TCI was t h e  d e s i r e d  s t a n d a r d ,  a l p h a s  f o r  t h e  s u b - s c a l e s  
between .85 and .95 were d e s i r a b l e ,  and a l p h a s  f o r  t h e  s u b - s c a l e s  between 
.75 and .85 were a c c e p t a b l e .
The t h i r d  s t e p  in t h e  i t e r a t i v e  p r o c e s s  was t o  check i t e m - t o - i t e m  
c o r r e l a t i o n s  t o  e l i m i n a t e  r edundancy  w i t h i n  t h e  s c a l e s .  Although t h e  
i n t e n t  was t o  d e v e lo p  s c a l e s  w i th  i t ems  t h a t  be long  t o  t h e  same 
c o n s t r u c t ,  i t  i s  no t  n e c e s s a r y  t o  have more t h a n  one i tem a d d r e s s i n g  t h e  
same c o n c e p t  o r  e lem en t  o f  e f f e c t i v e  work team f u n c t i o n i n g .  
I n v e s t i g a t i n g  i t e m - t o - i t e m  c o r r e l a t i o n s  gave t h e  r e s e a r c h e r  some 
i n d i c a t i o n  o f  redundancy  w i t h i n  t h e  s u b - s c a l e s .  I tems wi th  i t e m - t o - i t e m  
c o r r e l a t i o n s  equa l  t o  o r  g r e a t e r  t h a n  .70 ( r  > .70)  were compared t o  
d e te r m in e  i f  t h e  i tems  were a d d r e s s i n g  t h e  same c o n c e p t .  The r e s e a r c h e r  
th e n  de te r m in e d  which i t em s  s hou ld  be e l i m i n a t e d .  I tems wi th  high  ( r  > 
.70)  i t e m - t o - i t e m  c o r r e l a t i o n s  and t h e  r e l a t i v e l y  low i t e m - t o - t o t a l  
c o r r e l a t i o n s  were e l i m i n a t e d .
Examining t h e  d i m e n s i o n a l i t y  o f  t h e  TCI was t h e  n e x t  t a s k  in t h e  
s c a l e  r e f i n e m e n t  p r o c e s s .  Th i s  was ac com pl i she d  by f a c t o r  a n a l y z i n g  t h e  
d i f f e r e n c e  s c o r e s  f i r s t  t o  c o n f i r m  t h e  t h e o r e t i c a l  d e s ig n  f a c t o r s  and 
th e n  t o  e x p l o r e  o t h e r  p o s s i b l e  f a c t o r s .
A c o n f i r m a t o r y  f a c t o r  a n a l y s i s  p r o c e d u r e  was used  t o  p ro v id e  
s t a t i s t i c a l  s u p p o r t  f o r  t h e  t h e o r e t i c a l  d e s ig n  f a c t o r s .  A f a c t o r  
a n a l y s i s  was computed f o r  each o f  t h e  d e s ig n  f a c t o r s  ( s u b - s c a l e s )  
s e p a r a t e l y .  The p r i n c i p l e  a x i s  f a c t o r i n g  p r o c e d u r e  (Harman, 1967) was 
c o n s t r a i n e d  t o  one f a c t o r  t o  o b t a i n  a f a c t o r  l o a d in g  f o r  each i tem on
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each o f  t h e  s u b - s c a l e s .  The r e s e a r c h e r  d e c i d e d ,  a p r i o r i ,  t h a t  each i tem 
must load  on i t s  r e s p e c t i v e  d e s ig n  f a c t o r  g r e a t e r  t h a n  .40  t o  c o n f i r m  t h e  
d i m e n s i o n a l i t y  o f  t h a t  s u b - s c a l e .
An e x p l o r a t o r y  f a c t o r  a n a l y s i s  p r o c e d u r e  was used  t o  e x p l o r e  a 
p o t e n t i a l  f a c t o r  s t r u c t u r e  d i f f e r e n t  f rom t h e  t h e o r e t i c a l  d e s ig n  f a c t o r s .  
The p r i n c i p l e  a x i s  f a c t o r i n g  p r o c e d u r e  (Harman, 1967) was used w i th  no 
c o n s t r a i n t s  on t h e  number o f  f a c t o r s  t o  be e x t r a c t e d ,  and th e n  r o t a t e d  
bo th  o r t h o g o n a l l y  and n o n - o r t h o g o n a l l y .
S tage  I I : Round One 
Data  f o r  i n i t i a l  r e f i n e m e n t  o f  t h e  100 - i t em  TCI were g a t h e r e d  from 
a sample o f  203 a d u l t  employees  from 23 d i f f e r e n t  work teams in 15 
o r g a n i z a t i o n s .  Work teams v a r i e d  in  s i z e ,  f rom s i x  t o  t w e n t y - f i v e  
members. Work team members were d e f i n e d  as  pe op le  who work w i th  o t h e r  
p e op le  on a d a y - t o - d a y  b a s i s  and depend on each  o t h e r  t o  g e t  t h i n g s  done 
a t  work.  Responden ts  were from a v a r i e t y  o f  work teams in b u s i n e s s  and 
i n d u s t r y .  The TCI was a d m i n i s t e r e d  w i t h i n  each o r g a n i z a t i o n ,  and d a t a  
c o l l e c t e d  from t h e  o r g a n i z a t i o n  by t h e  r e s e a r c h e r  in t h e  S p r ing  o f  1993. 
S t e p - b y - s t e p  i n s t r u c t i o n s  were used  f o r  a d m i n i s t e r i n g  t h e  TCI.
The s c a l e  r e f i n e m e n t  p r o c e s s  r educed  t h e  TCI i tem pool  f rom 100 i tems 
a l l o c a t e d  ov e r  s i x  s u b - s c a l e s  t o  64 i tems  ove r  t e n  s c a l e s .  Two 
a d d i t i o n a l  i tems  were added t o  t h e  TCI based  on a s u g g e s t i o n  from a 
t r a i n e r  i s  t h e  f i e l d .  The TCI was r e - d e s i g n e d  w i th  66 i tems  d i s t r i b u t e d  
ove r  t e n  s u b - s c a l e s .  The 6 6 - i t e m  TCI was f i e l d  t e s t e d  in s t a g e  I I I  
( round  two) o f  t h e  d a t a  c o l l e c t i o n  and s c a l e  r e f i n e m e n t  p r o c e s s .
S tage  I I I :  Round Two 
Data f o r  t h e  r e f i n e m e n t  o f  t h e  6 6 - i tem TCI were g a t h e r e d  from a 
sample o f  201 employees from 20 d i f f e r e n t  work teams o f  13 o r g a n i z a t i o n s .
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Work teams v a r i e d  in s i z e ,  from s i x  members t o  25 members. Work team 
members were d e f i n e d  as  pe o p le  who work w i th  o t h e r  p e op le  on a d a y - t o - d a y  
b a s i s  and depend on each o t h e r  t o  g e t  t h i n g s  done a t  work.  Respondents  
were from a v a r i e t y  o f  work teams in b u s i n e s s  and i n d u s t r y .  The TCI was 
a d m i n i s t e r e d  in t h e  F a l l  o f  1993. A pe rson  w i t h i n  each o r g a n i z a t i o n  was 
r e c r u i t e d  by t h e  r e s e a r c h e r  t o  c o o r d i n a t e  d a t a  c o l l e c t i o n  o r  t h e
r e s e a r c h e r  a d m i n i s t e r e d  t h e  TCI and c o l l e c t e d  t h e  d a t a  h i m s e l f .  In
e i t h e r  c a s e  s t e p - b y - s t e p  i n s t r u c t i o n s  were f o l l o w e d .
S c a l e  r e f i n e m e n t  f o r  s t a g e  I I I  f o l l o w e d  t h e  same p r o c e d u r e  as  in 
s t a g e  I I .  Th is  s t a g e  o f  s c a l e  r e f i n e m e n t  f o c u s e d  on c o n f i r m i n g  and 
r e f i n i n g  t h e  r e v i s e d ,  1 0 - f a c t o r  s t r u c t u r e  o f  t h e  TCI. I tems were a l s o  
d e l e t e d  t o  r educ e  t h e  t o t a l  number o f  i t ems  and a t  t h e  same t im e ,
m a i n t a i n  a c c e p t a b l e  r e l i a b i l i t y  c o e f f i c i e n t s  f o r  t h e  s u b - s c a l e s  and t h e  
o v e r a l l  TCI. The 6 6 - i t e m  TCI was reduced  t o  5 4 - i t e m s  d i s t r i b u t e d  over  
t e n  s u b - s c a l e s .
Assessment  o f  T C I ' s  V a l i d i t y  
C h u r c h i l l  (1979) c l a i m s  t h a t  a dhe re nc e  t o  t h e  s c a l e  r e f i n e m e n t  
p r o c e s s  d e s c r i b e d  in Tab le  3 (page  63) t e n d s  t o  p roduce  an in s t r u m e n t  
w i th  c o n t e n t  v a l i d i t y .  A l l  t h e  s o u r c e s  o f  e r r o r  t h a t  o c c u r  w i t h i n  a 
measurement  such as  t r a n s i e n t  p e r s o n a l  f a c t o r s ,  ambiguous q u e s t i o n s ,  
g u e s s i n g ,  and o t h e r  e x t r a n e o u s  v a r i a b l e s ,  t e n d  t o  lower t h e  a v e ra g e  
c o r r e l a t i o n  among t h e  i tems  w i t h i n  a s c a l e .  The a v e ra g e  c o r r e l a t i o n  i s  
t h e  s t a t i s t i c  used t o  e s t i m a t e  t h e  r e l i a b i l i t y .  Thus,  s u b s eq u e n t  
c a l c u l a t i o n s  o f  i t e m - t o - t o t a l  c o r r e l a t i o n s  s u g g e s t  t h e  e l i m i n a t i o n  o f  
i tems  t h a t  l ack  c o n t e n t  o r  f a c e  v a l i d i t y  ( C h u r c h i l l ,  1979) .
F u r th e r m o r e ,  a pane l  o f  e x p e r t s  was asked  t o  a s s e s s  t h e  c o n t e n t
v a l i d i t y  o f  t h e  TCI. The v a l i d a t i o n  pane l  a s s e s s e d  t h e  TCI d u r i n g  s t a g e s
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I and IV, b e f o r e  and a f t e r  t h e  d a t a  c o l l e c t i o n  and s c a l e  r e f i n e m e n t  
p r o c e s s .  The c r i t e r i a  f o r  s e l e c t i n g  t h e  pane l  members was: p r a c t i c a l  
" f i e l d "  knowledge o f  o r g a n i z a t i o n a l  c u l t u r e ,  p r a c t i c a l  f i e l d  knowledge 
o f  e f f e c t i v e  work teams in  b u s i n e s s  and i n d u s t r y ,  e x p e r i e n c e  as  a member 
of  a work team, f a m i l i a r i t y  w i th  i n s t r u m e n t  deve lopm ent  and t h e  r e s e a r c h  
p r o c e s s ,  e x p e r i e n c e  in t r a i n i n g  a n d / o r  o r g a n i z a t i o n a l  deve lopm en t ,  a n d /o r  
knowledge and e x p e r i e n c e  w i th  t h e  q u a l i t y  management p h i lo s o p h y .  The 
pane l  o f  e x p e r t s  c o n s i s t e d  o f  18 members w i th  a t  l e a s t  one o f  t h e  
q u a l i f i c a t i o n s  l i s t e d  above .  Pane l  members were asked  t o  comple te  t h e  
TCI and r e s p o n d  t o  an e v a l u a t i o n  form w i th  g u i d e l i n e s  r e g a r d i n g  c o n t e n t  
v a l i d i t y .  Recommendations were c o n s i d e r e d  on t h e  b a s i s  o f  p r a c t i c a l i t y ,  
pu rpose  o f  TCI, o b j e c t i v e s  o f  t h i s  s t u d y ,  and o p e r a t i o n a l  c o n s i d e r a t i o n s .
A v a l i d i t y  " s p o t  check" was c o nduc te d  as  p a r t  o f  t h e  d a t a  c o l l e c t i o n  
p r o c e s s .  The r e s e a r c h e r  d e t e r m i n e d  t h a t  a f o r m a t i v e  e v a l u a t i o n  and 
f ee dba c k  from t h e  TCI u s e r s  was i m p o r t a n t  t o  t h e  i n s t r u m e n t  deve lopment  
p r o c e s s .  V o l u n t e e r s  were asked  t o  r e s p o n d  t o  a s h o r t  u s e r  v a l i d a t i o n  
f eedback  form a f t e r  c o m p le t in g  t h e  TCI. At l e a s t  25 p e r c e n t  o f  each work 
team was a sked  t o  r e s p o n d  t o  t h e  v a l i d a t i o n  fe e d b a c k  form.
RESULTS AND DISCUSSION 
S ta g e  I :  I n i t i a l  Development  
C o n c e p t u a l i z a t i o n  o f  Work Team C u l t u r e  
The c o n c e p t u a l  f o u n d a t i o n  f o r  work team c u l t u r e  was d e r i v e d  from t h e  
l i t e r a t u r e  on team deve lopment  and team e f f e c t i v e n e s s ,  ( A r g y r i s ,  1964; 
Beckhard ,  1972; Blake & Mouton, 1964; Blake  e t  a l . ,  1987; L i k e r t ,  1961; 
McGregor, 1960; P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk, 1982; T j o s v o l d ,  
1986; Weisbord ,  1989; Woodcock, 1979; Woodcock & F r a n c i s ,  1981) and s e l f ­
d i r e c t e d  work teams ( C a r r ,  1991; Hughes,  1991; J e s s u p ,  1990; Lawler ,  
Ledford  & Morhrman, 1989; Lee,  1991a;  W e l l in s  e t  a l . ,  1990; W e l l in s  & 
George,  1991; W e l l in s  e t  a l . ,  1991) ,  and from t h e  work o f  r e s e a r c h e r s  and 
p r a c t i t i o n e r s  who have examined t h e  meaning o f  o r g a n i z a t i o n  c u l t u r e  
(D a v i s ,  1984; Iv a n c e v ic h  & M a t t e so n ,  1987; Kilmann,  1989; M in tz b e rg ,
1983; S c h e in ,  1985; W il son ,  1989) .  A s y n t h e s i s  o f  t h e  t h e o r i e s  and
p r a c t i c e s  m ent ioned  above ,  o f f e r s  a c o n c e p t u a l  framework from which came 
t h e  d e s ig n  o f  t h e  TCI.
The Domain o f  t h e  TCI C o n s t r u c t  
The c o n s t r u c t  o f  work team c u l t u r e  as  c o n c e p t u a l i z e d  in  t h e  
l i t e r a t u r e  and as  measured by t h e  TCI i n v o l v e s  p e r c e p t i o n s  o f  work team 
c u l t u r e .  P e r c e i v e d  work team c u l t u r e  i s  o n e ' s  b e l i e f  abou t  t h e  pu rpose  
and m o t i v a t i o n  o f  t h e  team, r e l a t i o n s h i p s  between team members, how t h e
team o p e r a t e s ,  and what  a r e  t h e  outcomes o f  t h e  team e f f o r t .  The TCI
a s s e s s e s  and compares  a c t u a l  and d e s i r e d  p e r c e p t i o n s  o f  work team 
c u l t u r e .
Dimensions o f  t h e  TCI 
In o r d e r  t o  o p e r a t i o n a l i z e  an e c l e c t i c  approach  t o  work team c u l t u r e ,  
t h e  common e le m e n t s  which a p p e a r  in t h e  l i t e r a t u r e  on team e f f e c t i v e n e s s
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were i n i t i a l l y  c a t e g o r i z e d  i n t o  s i x  p o t e n t i a l l y  o v e r l a p p i n g  d im ens io ns  
r e p r e s e n t i n g  f o u r  g u i d in g  q u e s t i o n s  (why?, what? ,  how?, what  i f ? ) :  (1)  
m o t i v a t i o n ;  (2)  d i r e c t i o n ;  (3)  human i n t e r a c t i o n ;  (4 )  o r g a n i z a t i o n a l  
s t r u c t u r e ;  (5 )  p r o c e s s e s ;  and (6 )  outcomes .
The s i x  d im ens io ns  s e rv e d  as  t h e  b a s i c  i n d i c a t o r s  f o r  t h e  i n i t i a l  
s t r u c t u r e  o f  t h e  TCI s c a l e s  and c o r r e s p o n d i n g  i t e m s .  The f i r s t  two 
d i m e n s io n s ,  m o t i v a t i o n  and d i r e c t i o n ,  p r o v id e  t h e  team w i th  a r e a s o n  f o r  
e x i s t e n c e .  Why a r e  members m o t i v a t e d  t o  be on t h e  team? Why does t h e  
team e x i s t ?  Why i s  t h i s  group  o f  employees working t o g e t h e r ?  The t h i r d  
d im e ns ion ,  human i n t e r a c t i o n ,  has t o  do w i th  t h e  r e l a t i o n s h i p s  between 
team members. What a r e  t h e  human i n t e r a c t i o n  norms and v a lu e s ?  What a r e  
t h e  common e le m en t s  in t h o s e  r e l a t i o n s h i p s ?  Dimensions f o u r  and f i v e ,  
o r g a n i z a t i o n a l  s t r u c t u r e  and p r o c e s s e s ,  a l l o w  one t o  a s s e s s  how t h e  team 
a c com pl i she s  t h e  d i s t i n c t i o n  o f  b e in g  e f f e c t i v e .  How does t h e  team 
accom pli sh  t a s k s ?  How does t h e  team maximize e f f i c i e n c y ?  What i s  t h e  
normal p r o t o c o l  f o r  g e t t i n g  t h i n g s  done? The s i x t h  and f i n a l  d im ens io n ,  
ou tcomes ,  has  t o  do w i th  t h e  outcome o f  t h e  p r e c e d in g  f i v e  a r e a s .  What 
a r e  t h e  r e s u l t s  o r  outcomes o f  an e f f e c t i v e  team?
B a s i s  f o r  TCI S c a l e  I tems
The s i x  d im ens io ns  and t h e  c o r r e s p o n d i n g  e le m en t s  p r o v id e d  t h e  b a s i s  
f o r  g e n e r a t i n g  t h e  TCI s c a l e  i t e m s .  The common e le m en t s  or  
c h a r a c t e r i s t i c s  o f  e f f e c t i v e  teams were d e r i v e d  from t h e  r ev i e w  of  
l i t e r a t u r e  and th e n  grouped i n t o  t h e  s i x  i n i t i a l  c o n c e p t u a l  d im e n s io n s .  
The key t e rm s  which c h a r a c t e r i z e  e f f e c t i v e  teams a r e  h i g h l i g h t e d  in t h e  
r ev iew  o f  l i t e r a t u r e  o f  t h i s  m a n u s c r ip t  and l i s t e d  in Table  1 (page  39- 
4 2 ) .  A d d i t i o n a l  e l e m e n t s ,  based  upon t h e  r e s e a r c h e r ' s  e x p e r i e n c e  and
t h o s e  t h a t  t h e  r e s e a r c h e r  r e c o g n i z e d  as  be ing  p a r t  o f  e f f e c t i v e  team
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f u n c t i o n i n g  b u t  no t  n e c e s s a r i l y  men t ioned  in t h e  l i t e r a t u r e ,  a s  w e l l  as  
t h o s e  men t ioned  e a r l i e r ,  a r e  i n c l u d e d  in  t h e  f o l l o w i n g  d i s c u s s i o n .  The 
f o l l o w i n g  d i s c u s s i o n  e x p l a i n s  each  o f  t h e  s i x  d im ens ions  and each  e lem en t  
under  t h e  c o r r e s p o n d i n g  d im e ns ion .
M o t iv a t io n
M o t i v a t i o n  i s  t h e  d r i v i n g  f o r c e  beh in d  an e f f e c t i v e  team. I t  i s  t h e  
s o u rc e  o f  e n e rg y  t h a t  draws t h e  members t o g e t h e r  i n t o  an o r g a n i z a t i o n .  
Members a r e  m o t i v a t e d  th ro u g h  a common s e t  o f  v a lu e s  f o r  coming t o g e t h e r  
as  a team. Th i s  d imens ion  c a p t u r e s  why team members want  t o  be p a r t  of  
t h e  in te n d e d  outcomes o r  o b j e c t i v e s  a r e  f o r  t h e  team.
Commitment. Members a r e  commit ted t o  t h e  m is s io n  o r  pu rpose  o f  t h e
work team. They a r e  commit ted t o  maximiz ing  t h e  o r g a n i z a t i o n ' s  p o t e n t i a l  
f o r  a c c o m p l i s h in g  t h e  p u r p o s e .  T h e i r  commitment i s  e v i d e n t  in t h e i r  
a c t i o n s  as  w e l l  as  words ( A r g y r i s ,  1964; Blake  & Mouton, 1964; Blake  e t  
a l . ,  1987; T j o s v o l d ,  1986; W e l l in s  e t  a l . ,  1991) .
Con t inuous  Improvement . Members view c o n t i n u o u s  improvement  as  a
"way o f  l i f e . "  Everyone in t h e  o r g a n i z a t i o n  s t r i v e s  t o  improve s e l f  as  
w e l l  as  t h e  o r g a n i z a t i o n  ( S c h o l t e s ,  1988) .
High E x p e c t a t i o n s . Members have high e x p e c t a t i o n s  o f  t h e m s e lv e s  as  
i n d i v i d u a l s  and of  t h e  work team. They a l s o  e x p e c t  a l l  o t h e r  members t o  
do t h e i r  b e s t  a l l  t h e  t im e .  The t e a m ' s  accom pli shments  a r e  h e ld  in high  
e s teem  w h i l e  members know t h a t  t h e y  c o n t r i b u t e d  t o  t h o s e  accompli shments  
( L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  1990) .
L o v a l tv  t o  t h e  Group. Members a r e  l o y a l  t o  t h e  o r g a n i z a t i o n .  There 
a r e  no s e l f - s e r v i n g  i n t e r e s t s  o r  i n d i v i d u a l i s t i c  b e h a v i o r s  t h a t  may 
i n f l u e n c e  t h e  f u n c t i o n i n g  o f  t h e  team ( L i k e r t ,  1961) .
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M o t i v a t i o n  t o  Achieve  G o a l s . Members a r e  m o t i v a t e d  t o  a c h i e v e  g o a l s  
be c ause  t h e y  a r e  i n vo lve d  in d e v e lo p i n g  t h e  v a lu e s  and g o a l s  o f  t h e  team. 
Members a c c e p t  g o a l s  and e x p e c t a t i o n s  o f  t h e  team ( L i k e r t ,  1961; 
T j o s v o l d ,  1986) .
Sense o f  P e r s o n a l  W or th . Members f e e l  a s e nse  o f  p e r s o n a l  w o r t h i n e s s  
on t h e  team. They f e e l  l i k e  t h e i r  c o n t r i b u t i o n  i s  v a l u a b l e ,  and t h e y  a r e  
im p o r ta n t  t o  t h e  team (McGregor,  1960)
Respons i b i 1 i t v /A c c o u n t a b  i 1i t v . Members f e e l  a s e n se  of
r e s p o n s i b i l i t y  f o r  t h e i r  own b e h a v i o r  and t h e  f u n c t i o n i n g  o f  t h e  work 
team. Th i s  means t h a t  each  team member i s  h e ld  a c c o u n t a b l e  f o r  making 
s u r e  t h e  o r g a n i z a t i o n  i s  f u n c t i o n i n g  a s  a team. Members a r e  r e s p o n s i b l e  
f o r  making c o n t r i b u t i o n s  t o  t h e  team (Blake  & Mouton, 1964) .
D i r e c t i o n
D i r e c t i o n  i s  t h e  d imens ion  t h a t  g i v e s  e f f e c t i v e  teams a s ense  of  
p u r p o s e ,  a v i s i o n  f o r  what  t h e  team wants  t o  a c c o m p l i s h .  E f f e c t i v e  teams 
a r e  in a l i g n m e n t  w i th  t h e  e x t e r n a l  e n v i ro n m e n t ,  r e a l i z i n g  t h a t  t h e  r e a s o n  
f o r  t h e i r  e x i s t e n c e  i s  m a n i f e s t e d  in t h a t  e x t e r n a l  env i ronm en t .
Alignment  w i t h  E nv i ronm e n t . Members scan  t h e  e x t e r n a l  env ironment  
t o  make s u r e  t h e  o r g a n i z a t i o n  i s  in a l i g n m e n t  w i th  t h e  " o u t s i d e  w o r l d . "  
Members u n d e r s t a n d  t h a t  t h e y  e x i s t  t o  meet  t h e  needs o f  e x t e r n a l  
c u s to m e rs .  Requi remen ts  and e x p e c t a t i o n s  a r e  d e f i n e d  by t h e i r  e x t e r n a l  
cu s tom e rs  ( P a r k e r ,  1990; Shonk,  1982; T j o s v o l d ,  1986) .
Common M i s s i o n . Members have a common s e nse  o f  p u r p o se .  Everyone 
in  t h e  o r g a n i z a t i o n  i s  working  t o  a ccom pl i sh  t h e  same o v e r a l l  m is s io n  
( L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk, 1982; 
Woodcock, 1979) .
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E s t a b l i s h e s  and Adheres  t o  Norms. Team members he lp  shape  t h e  
c u l t u r a l  norms and eve ryone  a b i d e s  by t h o s e  norms, w he the r  t h e y  a r e  
fo rm al  o r  i n fo rm a l  ( S c h o l t e s ,  1988) .
Improvement  P l a n . The team u s e s  an improvement p l a n  t o  gu ide  t h e i r  
goa l  s e t t i n g ,  and o t h e r  team improvement  a c t i v i t i e s  ( S c h o l t e s ,  1988) .
Purpose  i s  C l e a r l y  U n d e r s to o d . Everyone c l e a r l y  u n d e r s t a n d s  why t h e  
team e x i s t s  ( L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  1991;  S c h o l t e s ,  1988; 
Shonk,  1982; Woodcock, 1979) .
Shapes  Va lues  and G o a l s . Members c o n t r i b u t e  t o  t h e  shap ing  o f  team 
v a lu e s  and team g o a l s .  Members u n d e r s t a n d  what i s  i m p o r ta n t  t o  t h e  team 
( A r g y r i s ,  1964; L i k e r t ,  1961) .
Shared  V i s i o n . Members s h a r e  t h e  same idea  o f  what  t h e  i d e a l  
o r g a n i z a t i o n  would be l i k e  ( L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  1990; 
S c h o l t e s ,  1988; Shonk,  1982; Woodcock, 1979) .
Human I n t e r a c t i o n
Human i n t e r a c t i o n  has  i n f l u e n c e  on work team c u l t u r e .  Th i s  d imens ion  
i n v o lv e s  t h e  v a lu e s  and norms which g u id e  t h e  way members t r e a t  each 
o t h e r  and t h e  r e l a t i o n s h i p s  between team members. Human i n t e r a c t i o n  
i n c l u d e s  i n t e r p e r s o n a l  r e l a t i o n s h i p s  as  w e l l  as  working r e l a t i o n s h i p s .
A c t i v e  L i s t e n i n g . Members l i s t e n  t o  each  o t h e r .  They l i s t e n  f o r  
f e e l i n g  as  w e l l  as  c o n t e n t  when s h a r i n g  i n f o r m a t io n  w i th  each o t h e r .  
Members a r e  m o t i v a t e d  t o  u n d e r s t a n d  o t h e r  members c l e a r l y  b e f o r e  t h e y  
respond  wi th  t h e i r  idea  o r  judgement  (McGregor,  1960; P a r k e r ,  1990) .
C on f idence  in  Each O th e r  and Team. Members have c o n f i d e n c e  in t h e i r  
own a b i l i t i e s ,  team member's  a b i l i t i e s ,  and t h e  a b i l i t i e s  o f  t h e  team. 
They b e l i e v e  in each o t h e r  and in what  t h e y  can accom pli sh  as  an 
o r g a n i z a t i o n  (Blake  & Mouton, 1964; McGregor, 1960) .
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C o n s t r u c t i v e  F e e d b a c k . Feedback i s  exchanged f o r  i n d i v i d u a l  and 
o r g a n i z a t i o n a l  improvement.  Members know how t o  g i v e  c o n s t r u c t i v e  
f ee dba c k  (Blake  & Mouton, 1964; L i k e r t ,  1961; McGregor, 1960; P a r k e r ,
1990) .
En.ioyable  and In fo rm a l  C l i m a t e . Members e n jo y  working  w i th  each 
o t h e r .  Everyone f e e l s  c o m f o r t a b l e  w i th  t h e  i n f o r m a l ,  r e l a x e d  c l i m a t e  
( A r g y r i s ,  1964; L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  1990; S c h o l t e s ,  
1988; Shonk, 1982; Woodcock, 1979) .
Genuine Concern f o r  Each O t h e r . Members a r e  s i n c e r e l y  concerned  f o r  
each o t h e r ' s  w e l l - b e i n g .  They a r e  g e n u i n e l y  i n t e r e s t e d  in  what  i s  b e s t  
f o r  each member ( A r g y r i s ,  1964) .
Growth from C o n f l i c t  R e s o l u t i o n . C o n f l i c t  and d i s a g r e e m e n t s  a r e  no t  
a v o id e d .  They a r e  d e a l t  w i th  in  an a p p r o p r i a t e  manner  and r e s o l v e d  in 
a p o s i t i v e ,  growth f a c i l i t a t i n g  way. C o n f l i c t  i s  viewed as  an 
o p p o r t u n i t y  t o  grow (McGregor,  1960; P a r k e r ,  1990; W e l l in s  e t  a l . ,  1991; 
Woodcock 1979) .
Mutual R e s p e c t  f o r  Each O t h e r . Members r e s p e c t  each o t h e r  as  human 
b e i n g s .  Human d i g n i t y  i s  h e ld  in high  r e g a r d .  Members a r e  aware o f  and 
r e s p e c t  o t h e r  members'  p e r s o n a l  b e l i e f s  ( L i k e r t ,  1961; W e l l in s  e t  a l . ,  
1991; Woodcock, 1979) .
Mutual S uppo r t  and Encouragem en t . Members s u p p o r t  each  o t h e r  in 
a c c o m p l i s h in g  work a s s i g n m e n t s  and p e r s o n a l  g o a l s .  Members p r a i s e  and 
encourage  each o t h e r  (B lake  & Mouton, 1964; L i k e r t ,  1961; McGregor, 1960; 
P a r k e r ,  1990; S c h o l t e s ,  1988; W e l l i n s  e t  a l . ,  1991; Woodcock, 1979) .
No Hidden Agendas . Everyone knows how eve ryone  e l s e  f e e l s  abou t  any 
m a t t e r  under  d i s c u s s i o n  a s  w e l l  as  i d e a s  abou t  i s s u e s  r e l e v a n t  t o  t h e  
team (McGregor,  1960) .
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Open and Hones t  R e l a t i o n s h i p s . Members a r e  open and h o n e s t  w i th  each 
o t h e r .  They d e ve lop  sound r e l a t i o n s h i p s  and a r e  s k i l l e d  a t  group 
i n t e r a c t i o n  ( A r g y r i s ,  1964;  Beckha rd ,  1972; L i k e r t ,  1961; Woodcock, 1979)
R e s p e c t  and A p p r e c i a t e  D i v e r s i t y . Members r e s p e c t  d i f f e r e n c e s  o f  
o p i n i o n s ,  p r e f e r e n c e s ,  and s t y l e  o f  o t h e r  members in t h e  o r g a n i z a t i o n .  
They u n d e r s t a n d  t h a t  d i v e r s i t y  i s  a p o s i t i v e  a s s e t  f o r  p r o b le m - s o l v in g  
and o t h e r  work-team f u n c t i o n s  ( A r g y r i s ,  1961; P a r k e r ,  1990; W e l l in s  e t  
a l . ,  1991) .
S k i l l e d  a t  Group I n t e r a c t i o n . Members know how t o  t r e a t  each o t h e r  
and a r e  s k i l l e d  a t  i n t e r a c t i n g  w i th  each  o t h e r  in a group s e t t i n g .  They 
i n f l u e n c e  each  o t h e r  in a p o s i t i v e  way ( L i k e r t ,  1961; McGregor, 1960; 
P a r k e r ,  1990; S c h o l t e s ,  1988; W e l l in s  e t  a l . ,  1991) .
T r u s t  Each O the r  and Team. Members t r u s t  each o t h e r .  There i s  no 
e v id e n c e  o f  h o l d in g  back i n f o r m a t i o n  o r  p a r t i c i p a t i o n  because  of  
p o t e n t i a l  r i d i c u l e ,  pu t  downs o r  n e g a t i v e  consequences  (Blake  & Mouton, 
1964; L i k e r t ,  1961; P a r k e r ,  1990; W e l l in s  e t  a l . ,  1991; Woodcock, 1979) .  
O r g a n i z a t i o n a l  S t r u c t u r e
O r g a n i z a t i o n a l  s t r u c t u r e  o f  e f f e c t i v e  teams i n v o lv e s  t h e  d imens ion  
which o r g a n i z e s  t h e  team in such a way t h a t  t h e  team can accom pli sh  i t s  
m i s s i o n .  O r g a n i z a t i o n a l  s t r u c t u r e  i n v o lv e s  do ing  t h i n g s  r i g h t .  S t r u c t u r e  
a l l o w s  f o r  e f f i c i e n c y ,  human r e s o u r c e  m a x im iz a t io n ,  and o v e r a l l  
e f f e c t i v e n e s s .
C h a i r p e r s o n  i s  S e l e c t e d . A c h a i r p e r s o n  i s  s e l e c t e d  t o  t a k e  c a r e  o f  
l o g i s t i c a l  and a d m i n i s t r a t i v e  m a t t e r s .  Sometimes t h e  c h a i r p e r s o n  i s  a l s o  
t h e  l e a d e r  ( L i k e r t ,  1961; Woodcock, 1979) .
C l e a r  R o l e s . Members u n d e r s t a n d  t h e i r  r o l e s  c l e a r l y  and work t o  
f u l f i l l  t h e i r  r o l e  (B lake  & Mouton, 1964; Beckhard ,  1972; L i k e r t ,  1961;
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McGregor, 1960; P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk, 1982; T j o s v o l d ,  
1986; W e l l in s  e t  a l . ,  1991; Woodcock, 1979) .
C l e a r  Task A s s i g n m e n t s . Task a s s i g n m e n t s  a r e  c l e a r l y  u n d e r s to o d  and 
c l e a r l y  c a r r i e d  ou t  a c c o r d i n g l y  (B lake  & Mouton, 1964; McGregor, 1960; 
P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk,  1982) .
Confo rm i ty  f o r  E f f i c i e n c y . Members conform t o  l o g i s t i c a l  and 
a d m i n i s t r a t i v e  p r o c e d u r e s  f o r  t h e  sake o f  e f f i c i e n c y  ( L i k e r t ,  1961) .
Sense  o f  I n t e r d e p e n d e n c e . Members u n d e r s t a n d  where t h e y  f i t  i n t o  t h e  
l a r g e r  p i c t u r e .  They r e c o g n i z e  t h a t  t h e i r  r o l e s  and a s s ig n m e n t s  a r e  p a r t  
o f  a c om b ina t ion  o f  o t h e r  r o l e s  and a s s i g n m e n t s  r e q u i r e d  t o  accom pli sh  
t h e  o r g a n i z a t i o n a l  o b j e c t i v e s .  L ink ing  f u n c t i o n s  a r e  in  harmony (Blake  
& Mouton, 1964; L i k e r t ,  1961; P a r k e r ,  1990) .
Cohes ive  S t r u c t u r e . The s t r u c t u r e  f o r  t h e  t e a m ' s  e x i s t e n c e  i s  
o r g a n i z e d  in  such a way t h a t  t h e  team has  o p p o r t u n i t i e s  t o  work t o g e t h e r  
and become a c o h e s i v e  team ( W e l l i n s  e t  a l . ,  1991)
P r o c e s s e s
Team p r o c e s s e s  a r e  t h o s e  p r o c e d u r e s  and b e h a v io r s  t h a t  c h a r a c t e r i z e  
an e f f e c t i v e  team. E f f e c t i v e  team p r o c e s s e s  e n a b le  t h e  team t o  f u n c t i o n  
w e l l ,  t h u s  t a p p i n g  i n t o  t h e  r e s o u r c e s  a v a i l a b l e  t o  t h e  team. E f f e c t i v e  
teams u t i l i z e  team members '  p o t e n t i a l  by e s t a b l i s h i n g  p r o c e s s e s  t h a t  
encourage  p a r t i c i p a t i o n  and invo lvem en t .
Accept  Va lues  I m p o r t a n t  t o  Team. Members a c c e p t  t h e  v a lu e s  t h a t  a r e  
im p o r ta n t  t o  t h e  team by e i t h e r  a l i g n i n g  t h e i r  v a lu e s  w i th  team v a lu e s  
o r  b e in g  open-minded ab o u t  t h e i r  own b e l i e f s  f o r  t h e  good o f  t h e  team. 
Team members may even suspend t h e i r  own b e l i e f s  and v a lu e s  f o r  t h e  common 
good ( L i k e r t ,  1961; P a r k e r ,  1990) .
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A l l  Members C o n t r i b u t e  and P a r t i c i p a t e . Everyone p a r t i c i p a t e s  in 
d i s c u s s i o n s ,  p r o b l e m - s o l v i n g ,  idea  s h a r i n g ,  work, c e l e b r a t i o n ,  e t c .  
( A r g y r i s ,  1964; Blake  & Mouton, 1964; L i k e r t ,  1961; McGregor, 1960; 
P a r k e r ,  1990; S c h o l t e s ,  1988; T j o s v o l d ,  1986; Weisbord,  1989; W e l l in s  e t  
a l . ,  1991; Woodcock, 1979) .
Awareness  o f  Team F u n c t i o n i n g . Team members a r e  c o n s c i o u s l y  and 
c o n s t a n t l y  aware o f  how t h e  team i s  f u n c t i o n i n g .  They comment o f t e n  on 
t h e  b e h a v i o r  o f  i n d i v i d u a l s  and t h e  e f f e c t  i t  may have on team 
f u n c t i o n i n g  ( S c h o l t e s ,  1988) .
Comfort  With I n d i v i d u a l  D e c i s i o n s . I n d i v i d u a l  members a r e  
c o m f o r t a b l e  w i th  t h e  d e c i s i o n s  t h e y  make r e g a r d i n g  t h e  team. They have 
no problems  making d e c i s i o n s  as  long as  t h e  o b j e c t i v e s  a r e  c l e a r l y  
u n d e r s to o d  ( L i k e r t ,  1961) .
Conmiunicate A l l  I n f o r m a t i o n . Members communicate a l l  i n f o r m a t io n  
r e l e v a n t  t o  d e c i s i o n s  t h a t  need t o  be made, p r o b l e m - s o l v i n g ,  and o t h e r  
s i t u a t i o n s  where a c c u r a t e  i n f o r m a t i o n  i s  n e c e s s a r y  ( L i k e r t ,  1961; 
McGregor, 1960; Woodcock, 1979) .
Consensus D e c i s i o n s . Consensus d e c i s i o n s  a r e  r e a c h e d  f o r  im p o r ta n t  
m a t t e r s  t h a t  w i l l  a f f e c t  t h e  o r g a n i z a t i o n  ( L i k e r t ,  1961; McGregor, 1960; 
P a r k e r ,  1990; S c h o l t e s ,  1988; Weisbord ,  1989; W e l l in s  e t  a l . ,  1991) .
E f f e c t i v e  Group P r o c e s s e s . The team members a r e  aware o f  and 
p r a c t i c e  e f f e c t i v e  group p r o c e s s e s  (Beckhard ,  1972; S c h o l t e s ,  1988; 
W e l l in s  e t  a l . ,  1991) .
E s t a b l i s h e d  Working R e l a t i o n s h i p s . The team has w e l l  e s t a b l i s h e d  
working r e l a t i o n s h i p s .  Members work w i th  each  o t h e r  in a c o o p e r a t i v e ,  
p r o d u c t i v e  manner (Beckhard ,  1972; Blake  & Mouton, 1964; L i k e r t ,  1961;
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P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk, 1982; W e l l in s  e t  a l . ,  1991; 
Woodcock, 1979) .
E v a l u a t e  Team F u n c t i o n i n g.  The team p e r i o d i c a l l y  e v a l u a t e s  i t s e l f  
on t h e  b a s i s  o f  e f f e c t i v e  team f u n c t i o n i n g  and i n d i v i d u a l s  c o n s t a n t l y  
e v a l u a t e  t h e i r  own c o n t r i b u t i o n s  t o  t h e  team (Blake  & Mouton, 1964; 
McGregor, 1960; P a r k e r ,  1990; S c h o l t e s ,  1988; Woodcock, 1979) .
Feedback i s  P ro v id e d  t o  t h e  L e a d e r . Team members p r o v id e  f eedback  
t o  t h e  l e a d e r  on how h e / s h e  can b e s t  s e r v e  t h e  team ( L i k e r t ,  1961) .
F l e x i b i l i t y  and A d a p t a b i l i t y . The team i s  f l e x i b l e  and a d a p t a b l e  t o  
changes  t h a t  may be n e c e s s a r y  t o  a ccom pl i sh  o b j e c t i v e s  ( L i k e r t ,  1961) .
Group Dominance. The group has  dominance ove r  i n d i v i d u a l  w i s h e s .  
Group d e c i s i o n s  a r e  more powerfu l  t h a n  i n d i v i d u a l  d e c i s i o n s  ( L i k e r t ,  
1961; McGregor, 1960) .
Knowledge o f  E f f e c t i v e  Team F u n c t i o n i n g . Members p o s s e s s  knowledge 
o f  e f f e c t i v e  team f u n c t i o n i n g .  They seek t o  c o n t i n u e  l e a r n i n g  abou t  how 
t h e y  can c o n t r i b u t e  t o  e f f e c t i v e  team f u n c t i o n i n g  t h ro u g h  d i s c u s s i o n s ,  
s e m i n a r s ,  r e a d i n g  and o t h e r  o p p o r t u n i t i e s  t o  g a in  knowledge on e f f e c t i v e  
teams (McGregor,  1960; P a r k e r ,  1990; S c h o l t e s ,  1988; W e l l in s  e t  a l . ,
1991) .
L e a d e r s h ip  Emerges and i s  S h a r e d . The l e a d e r  emerges n a t u r a l l y ,  
depend ing  on t h e  t a s k  a t  hand.  The l e a d e r  may emerge be c ause  o f  
e x p e r i e n c e ,  knowledge,  s k i l l s ,  c h a r i s m a ,  o r  any o t h e r  r e a s o n  c o n s i s t e n t  
w i th  what i s  b e s t  f o r  t h e  team ( L i k e r t ,  1961; McGregor, 1960; P a r k e r ,  
1990) .
Open Com munica t ions . Members communicate  t h e i r  i d e a s  and co n c e rn s  
o p e n ly  w i t h o u t  r i s k  o f  " s t e p p i n g  on t o e s "  o r  h u r t i n g  f e e l i n g s .  I f  
someth ing s hou ld  be b ro u g h t  b e f o r e  t h e  g roup ,  i t  i s  d i s c u s s e d  f r e e l y
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( A r g y r i s ,  1964; Blake  & Mouton, 1964; L i k e r t ,  1961; P a r k e r ,  1990; W e l l in s  
e t  a l . ,  1991; Woodcock, 1979) .
S c i e n t i f i c  P r o b l e m - S o l v i n g . The team s o l v e s  prob lems th ro u g h  d a t a  
c o l l e c t i o n  and problem s o l v i n g  t o o l s .  D e c i s i o n s  a r e  made based  on 
a c c u r a t e  i n f o r m a t io n  and d e d u c t i v e  r e a s o n i n g  ( A r g y r i s ,  1964; McGregor, 
1960; T j o s v o l d ,  1986; S c h o l t e s ,  1988; Woodcock, 1979) .
Sound Communication P r a c t i c e s . Members p r a c t i c e  good communica t ion.  
Communication i s  c l e a r  and e a s y  t o  u n d e r s t a n d .  Members o f t e n  t e s t  f o r  
c l a r i t y  o f  i n f o r m a t i o n  t r a n s f e r  ( L i k e r t ,  1961; McGregor, 1960; S c h o l t e s ,  
1988; Shonk, 1972; T j o s v o l d ,  1986; W e l l in s  e t  a l . ,  1991; Woodcock, 1979) .
Sound L e a d e r s h i p . The team l e a d e r  i s  s k i l l e d  a t  l e a d i n g  t h e  team in 
such a way t h a t  t h e  t e a m ' s  o b j e c t i v e s  a r e  met and members a r e  m o t i v a t e d  
t o  c o n t r i b u t e  w i l l i n g l y  t o  g e t  t h e  d e s i r e d  outcomes (Blake  & Mouton, 
1964; L i k e r t ,  1961; McGregor,  1960; Weisbord ,  1989; Woodcock, 1979) .
C o o p e r a t i o n . All  team members c o o p e r a t e  f o r  t h e  common good. There  
i s  a s e nse  o f  mutual  ' g i v e  and t a k e '  ( P a r k e r ,  1990; S c h o l t e s ,  1988; 
Woodcock, 1979) .
I n t e r n a l  Cus tom er . Members s e r v e  each o t h e r  in o r d e r  t o  s e r v e
e x t e r n a l  c u s to m e rs .
R e c o g n i t i o n  f o r  I n d i v i d u a l  C o n t r i b u t i o n s . Members c r e a t e  ways t o  
r e c o g n i z e  each o t h e r  f o r  good work ( L i k e r t ,  1961) .
Outcomes
Outcomes a r e  t h e  r e s u l t s  t h a t  can be e x p e c t e d  from e f f e c t i v e  team 
f u n c t i o n i n g  and i s  t h e  f i n a l  i n d i c a t o r  o f  team c u l t u r e .  A f t e r  a l l ,  
p o s i t i v e  r e s u l t s  a r e  t h e  p r o d u c t  o f  e f f e c t i v e  t eam s .  Th i s  d imens ion  a l s o  
i n v o lv e s  how i n d i v i d u a l s  b e n e f i t  f rom b e in g  on t h e  team and t h e  team 
s p i r i t  and s a t i s f a c t i o n  t h a t  i s  o f t e n  g e n e r a t e d  by team s u c c e s s .
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C r e a t i v i t y  and I n n o v a t i o n . The team c r e a t e s  new s o l u t i o n s  t o  
problems  and f i n d s  i n n o v a t i v e  ways t o  d e a l  w i th  i s s u e s  f a c i n g  t h e  team. 
Teams t h r i v e  on change  and c r e a t e  p o s i t i v e  ways t o  g e t  d e s i r e d  r e s u l t s  
in s p i t e  o f  change .  Team members a r e  c o m f o r t a b l e  w i th  t r y i n g  new t h i n g s  
o u t  ( A r g y r i s ,  1964; L i k e r t ,  1961; McGregor, 1960; Woodcock, 1979) .
I d e n t i f y  and C o n f r o n t  P r o b le m s . The team s e eks  t o  s o l v e  problems  
t h a t  p r e v e n t  e f f i c i e n c y ,  p r o d u c t i v i t y  and e f f e c t i v e  team f u n c t i o n i n g .  
Problems a r e  i d e n t i f i e d ,  c o n f r o n t e d ,  and s o lv e d  by t h e  team (McGregor, 
1960; S c h o l t e s ,  1988; T j o s v o l d ,  1986;  Woodcock, 1979) .
I n d i v i d u a l  Development  Needs M et . Team members h e lp  each  o t h e r  
a ccom pl i sh  i n d i v i d u a l  g o a l s  ( A r g y r i s ,  1964; Blake  & Mouton, 1964; L i k e r t ,  
1961; Woodcock, 1979) .
I n i t i a t i v e . Members a r e  c o m f o r t a b l e  w i th  making d e c i s i o n s  f o r  t h e  
g roup ,  as  long as  i t  c o n t r i b u t e s  t o  team g o a l s  ( L i k e r t ,  1961) .
Group S u c c e s s . The group t e n d s  t o  be s u c c e s s f u l  a t  any t a s k  t h e y  s e t  
ou t  t o  a c com pl i sh .
Q u a l i t y . The o r g a n i z a t i o n  a c h i e v e s  a s u p e r i o r  l e v e l  o f  q u a l i t y .
C o h e s io n . The team i s  c o h e s i v e .  They p r e f e r  t o  p u l l  t o g e t h e r  on
i s s u e s  r a t h e r  th a n  p u l l  a g a i n s t  each  o t h e r .
Job S a t i s f a c t i o n . Team members a r e  s a t i s f i e d  w i th  t h e i r  j o b .  They 
f e e l  t h e  s a t i s f a c t i o n  o f  a c h ie ve m e n t ,  r e c o g n i t i o n ,  and a p o s i t i v e  work 
env ironm en t  because  t h e i r  c o n t r i b u t i o n  i s  i m p o r ta n t  and each  i n d i v i d u a l  
i s  im p o r t a n t .
Team S p i r i t . An i n t u i t i v e  s e n se  o f  team e n th u s i a sm  and e x c i t e m e n t  
i s  f e l t  by team members. There seems t o  be a p o s i t i v e  e n e rg y  in  t h e  room 
when t h e  team g e t s  t o g e t h e r  f o r  any r e a s o n .
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S v n e r a v . The whole team a c c o m p l i s h e s  more th a n  any sum o f  i t s  p a r t s .  
Everyone i s  aware o f  t h e  f a c t  t h e y  a c com pl i sh  more as  a team.
Team R e c o g n i t i o n . The team g e t s  r e c o g n i z e d  f o r  t h e i r  e f f o r t s  because  
t h e y  a r e  s u c c e s s f u l .  A l so ,  team members r e c o g n i z e  each o t h e r  and u s u a l l y  
g i v e  c r e d i t  t o  t h e  team a s  a whole ,  no t  one p a r t i c u l a r  i n d i v i d u a l .
G e n e r a t io n  o f  TCI S c a l e  I tems
Based on t h e  r ev i e w  o f  l i t e r a t u r e  and t h e  r e s e a r c h e r ' s  e x p e r i e n c e s  
w i th  team b u i l d i n g  in work s e t t i n g s ,  s c a l e  i tems  were g e n e r a t e d  t o  
r e p r e s e n t  each e lem en t  o f  t h e  s i x  team c u l t u r e  d im ens ions  t o  form t h e  
i n i t i a l  i tem pool  f o r  t h e  TCI. I tems were w r i t t e n  in a c co rd a n ce  w i th  t h e  
recommendat ions  by Di l im an  (1978)  and Sudman and Bradburn  (1982)  f o r  
w r i t i n g  s u rv e y  q u e s t i o n s .  Three  g u i d i n g  p r i n c i p l e s  f o r  w r i t i n g  q u e s t i o n s  
were f o l l o w e d :  (1)  I s  t h e  q u e s t i o n  a p p r o p r i a t e  f o r  t h e  k in d  o f
in f o r m a t io n  d e s i r e d ?  (2 )  I s  t h e  q u e s t i o n  a p p r o p r i a t e l y  s t r u c t u r e d ?  and 
(3 )  I s  t h e  c h o ic e  o f  words a p p r o p r i a t e ?  (D i l lm a n ,  1978) .
A s e v e n - p o i n t  L i k e r t - t y p e  s c a l e  was used  t o  a s s e s s  t h e  r e s p o n d e n t ' s  
l e v e l  o f  a g r e e m e n t /d i s a g r e e m e n t  w i th  t h e  s t a t e m e n t .  The s c a l e  f o r  each 
s t a t e m e n t  ranged  from s t r o n g l y  a g r e e  ( 7 ) ,  t o  s t r o n g l y  d i s a g r e e  ( 1 ) ,  wi th  
v e r b a l  l a b e l s  f o r  each s c a l e  p o i n t :  a g re e  ( 6 ) ,  s l i g h t l y  a g re e  ( 5 ) ,  
n e i t h e r  a g r e e  nor  d i s a g r e e  ( 4 ) ,  s l i g h t l y  d i s a g r e e  ( 3 ) ,  d i s a g r e e  ( 2 ) .  
P a r t i c i p a n t s  responded  t o  each s t a t e m e n t  t w i c e :  f i r s t ,  t o  i n d i c a t e  t h e i r  
p e r c e i v e d  l e v e l  o f  a g r e e m e n t /d i s a g r e e m e n t  w i th  t h e  s t a t e m e n t  r e g a r d i n g  
" th e  way t h i n g s  a r e "  ( a c t u a l )  on t h e  l e f t  s i d e  and,  s e c o n d l y ,  t o  i n d i c a t e  
t h e i r  p e r c e i v e d  l e v e l  o f  a g r e e m e n t /d i s a g r e e m e n t  w i th  each s t a t e m e n t  
r e g a r d i n g  " t h e  way I want  i t  t o  be" ( d e s i r e d )  on t h e  r i g h t  s i d e  o f  t h e  
page .
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V a l i d a t i o n  Pane l  R e s u l t s :  B e fo re  S c a l e  Ref inement
A pane l  o f  e x p e r t s  was asked  t o  a s s e s s  t h e  c o n t e n t  v a l i d i t y  o f  t h e  
TCI. Panel  members were asked  t o  c om ple te  t h e  TCI and respond  t o  an 
e v a l u a t i o n  form w i th  g u i d e l i n e s  r e g a r d i n g  c o n t e n t  v a l i d i t y .  
Recommendations were c o n s i d e r e d  on t h e  b a s i s  o f  p r a c t i c a l i t y ,  pu rpose  o f  
TCI, o b j e c t i v e s  o f  t h i s  s t u d y ,  and o p e r a t i o n a l  c o n s i d e r a t i o n s .
Beg inn ing  w i th  t h e  7 9 - i t e m  TCI ( s e e  Appendix A),  a pane l  o f  e x p e r t s  
was asked  t o  a s s e s s  t h e  v a l i d i t y  o f  t h e  o r i g i n a l  i n s t r u m e n t  ( s e e  Appendix 
B). Using t h e  v a l i d a t i o n  f ee dba c k  form ( s e e  Appendix C),  r e s p o n d e n t s  
were asked  t o :  a p p ro x im a te  t h e  t im e  r e q u i r e d  t o  c om ple te  t h e  TCI, a s s e s s  
f a c e  v a l i d i t y ,  a s s e s s  c o n t e n t  v a l i d i t y ,  a s s e s s  c l a r i t y  o f  d i r e c t i o n s  and 
i t em,  and g i v e  g e n e r a l  comments f o r  improvement .
Data were c o l l e c t e d  from 16 o f  t h e  18 member v a l i d a t i o n  p a n e l .  
Responses  were compi led  ( s e e  Appendix D) and summarized.  A summary of  
r e s p o n s e s  f o r  each q u e s t i o n  on t h e  v a l i d a t i o n  f eedback  form i s  p r o v id e d  
below.  R e v i s io n s  were based  on t h e  r e s e a r c h e r ' s  d e t e r m i n a t i o n  as  t o  
whe the r  s u g g e s t i o n s  and comments c o n t r i b u t e d  t o  t h e  e f f e c t i v e n e s s  and 
pu rpose  o f  t h e  TCI.
F i r s t ,  t h e  v a l i d a t i o n  pane l  was a sked  t o  app rox im ate  t h e  t ime 
r e q u i r e d  t o  comple te  t h e  TCI. Time r e q u i r e d  t o  comple te  t h e  TCI ranged  
from 11 m inu tes  t o  25 m in u t e s .  The a v e ra g e  t im e  r e q u i r e d  t o  comple te  t h e  
TCI was 17 m in u t e s .
Second ly ,  t h e  v a l i d a t i o n  pane l  was a s k e d ,  in q u e s t i o n  one: "Does t h e  
TCI a p p e a r  t o  measure what  i t  i s  i n t e n d e d  t o  measure?"  A s h o r t  
d e s c r i p t i o n  o f  t h e  pu rpose  o f  t h e  TCI f o l l o w e d .  The pa ne l  was a sked  t o  
r e s p o n d ,  "yes"  o r  " n o , "  and t o  w r i t e  comments r e g a r d i n g  t h i s  s p e c i f i c  
a r e a .  T h i r t e e n  (13)  r esponded  " y e s , "  one r esponded  "no ,"  and t h r e e  d id
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no t  r e s p o n d  t o  t h i s  q u e s t i o n .  Two s u g g e s t i o n s  f o r  improvement  were 
p r o v id e d :  (1 )  narrow t h e  r ange  o f  q u e s t i o n s ,  and (2 )  c l a r i f y  i n d i v i d u a l  
p e r c e p t i o n ,  " I , "  v e r s u s  i n d i v i d u a l s  p e r c e p t i o n  f o r  t h e  team, "we."  Six 
members commented on t h e  " d e s i r e d "  s c a l e .  They e x p r e s s e d  a concern  f o r  
r a t i n g  t h e  d e s i r e d  l e v e l  o f  a g r e e m e n t /d i s a g r e e m e n t  lower t h a n  "6 o r  7 . "  
One commented t h a t  t h e  ' d e s i r e d '  s c a l e  may be u s e l e s s ,  bu t  then  
acknowledged t h a t  o t h e r  p a r t i c i p a n t s  may have a d i f f e r e n t  p e r s p e c t i v e  on 
e f f e c t i v e  work teams.  Two changes  were made w i th  r e g a r d  t o  t h e  pane l  
members '  comments. These were:  (1 )  a r e d u c e d - i t e m  TCI a s  a r e s u l t  o f  t h e  
s c a l e  r e f i n e m e n t  p r o c e s s ,  and (2 )  a l l  s t a t e m e n t s  were s t a t e d ,  beg in n in g  
w i th  "we" o r  " o u r . "
Panel  members were t h e n  a sked  t o  r e spond  t o  q u e s t i o n  number two:  "Do 
t h e  i tems  c a p t u r e  t h e  key e l e m e n t s  o f  t h e  TCI c o n s t r u c t s ? "  A s h o r t  
d e s c r i p t i o n  o f  t h e  s i x  p o t e n t i a l l y  o v e r l a p p i n g  c o n s t r u c t s  f o l l o w e d  t h e  
q u e s t i o n .  Twelve (12)  answered "yes"  and f o u r  d i d  no t  answer t h e  "yes 
o r  no" r e s p o n s e .  Comments f o r  t h i s  q u e s t i o n  v a r i e d ,  t h e  r e s e a r c h e r  cou ld  
no t  i d e n t i f y  a p a t t e r n .  However, t h r e e  comments i n d i c a t e d  some concern  
abou t  t h e  ' o r g a n i z a t i o n a l  s t r u c t u r e '  c o n s t r u c t .  I n t e r e s t i n g  comments 
r e g a r d i n g  i n d i v i d u a l  r e w a r d s ,  and r e a s o n s  f o r  o p e r a t i n g  as  a team were 
e x p r e s s e d .  One r e s p o n d e n t  q u e s t i o n e d  w h e th e r  some i tems  were p a r t  o f  
e f f e c t i v e  team f u n c t i o n i n g  and one s u g g e s t e d  t h a t  i t  was no t  n e c e s s a r y  
t o  ask  as  many q u e s t i o n s  t o  measure  t h e  c o n s t r u c t s .  O the r  comments were 
c o n f i r m a t o r y  comments r e g a r d i n g  t h o ro u g h n e s s  and c o m p l e t e n e s s .  Changes 
made, o r  a c t i o n s  t a k e n  w i th  r e g a r d  t o  t h e s e  comments were:  a r e d u c e d - i t e m  
TCI as  a r e s u l t  o f  t h e  d a t a  c o l l e c t i o n  and s c a l e  r e f i n e m e n t  p r o c e s s ,  and 
c a u t i o u s  i n t e r p r e t a t i o n  o f  d a t a  p e r t a i n i n g  t o  t h e  o r g a n i z a t i o n a l  
s t r u c t u r e  c o n s t r u c t .
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Q u e s t ion  number t h r e e  had t o  do w i th  c l a r i t y  o f  d i r e c t i o n s  and i t e m s .  
Panel  members were a sked :  "Are t h e  d i r e c t i o n s  and i t ems  c l e a r ,  c o n c i s e  
and e a s y  t o  u n d e r s t a n d ? "  This  q u e s t i o n  was d i v i d e d  i n t o  two p a r t s ;  ( a )  
d i r e c t i o n s ,  and (b)  i t e m s .  For  p a r t  ( a ) ,  d i r e c t i o n s ,  n in e  members 
answered "yes"  and f o u r  members d i d  no t  r e s p o n d .  One member i n d i c a t e d  
some concern  w i th  u n d e r s t a n d i n g  t h e  i n s t r u c t i o n s  and s u g g e s t e d  a sample 
s t a t e m e n t ,  d i r e c t e d  by t h e  t e a c h e r .  Another  e x p r e s s e d  some concern  wi th  
ke e p ing  t h e  d e f i n i t i o n  o f  work team c o n s t a n t  t h r o u g h o u t  t h e  su rve y .  
Based on s u g g e s t i o n s  from t h e  p a n e l ,  some e d i t o r i a l  changes  were made to  
t h e  d i r e c t i o n s  on t h e  TCI.
For p a r t  (b )  i t e m s ,  seven members answered " y e s , "  t h r e e  members 
answered " no ,"  one member answered " y e s / n o , "  and s i x  members d i d  not  
r e s p o n d .  Concerns were e x p r e s s e d  r e g a r d i n g  word ing ,  word meanings and 
s t a t e m e n t s  c o n t a i n i n g  two o r  more c o n c e p t s .  O the r  comments were 
com pl im en ta ry .  Two changes  were made as  a r e s u l t  o f  pane l  members'  
comments. These were:  (1 )  r e - s t a t i n g  i tems w i th  two o r  more c o n c e p t s  as  
s e p a r a t e  i t e m s ,  and (2 )  r e - w o r d i n g  i tems  f o r  c l a r i t y .
Panel  members were t h a n  a sked  f o r  g e n e r a l  comments and s u g g e s t i o n s  
o r  i d ea s  f o r  improvement .  S e v e ra l  members s u g g e s t e d  t h a t  t h e  ICI shou ld  
be s h o r t e r  by e l i m i n a t i n g  redundancy .  A l so ,  one member s u g g e s t e d  t h a t  
t h e  " I"  and "we" s t a t e m e n t s  s h ou ld  be s e p a r a t e d .  Another  s u g g e s t e d  t h a t  
an i tem a d d r e s s i n g  c o n s c i o u s  s e t t i n g  o f  group norms be added .  O ther  
s u g g e s t i o n s  and id e a s  f o r  improvement  i n c l u d e d :  c o n s i d e r  a 5 - p o i n t  s c a l e ,  
ask  v a l i d a t i o n  q u e s t i o n s  such a s ,  "I answered t r u t h f u l l y , "  t o  d e te r m in e  
i f  t h e  p a r t i c i p a n t  r e a l l y  r e a d  t h e  i n s t r u m e n t ,  and more q u e s t i o n s  abou t  
team l e a d e r s h i p .
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Changes made t h a t  r e f l e c t e d  some o f  t h e  above comments were:  a l l  
i tems  were s t a t e d  t o  b e g in  w i th  "we" o r  " o u r " ;  an i tem r e g a r d i n g  t h e  
s e t t i n g  o f  ground  r u l e s  was added;  and i t ems  r e g a r d i n g  team l e a d e r s h i p  
were added.  The d e ve lopm en ta l  p r o c e s s  e l i m i n a t e d  red undancy  and 
s h o r t e n e d  t h e  o v e r a l l  i n s t r u m e n t .
The v a l i d a t i o n  pane l  a l s o  made s u g g e s t i o n s  on t h e  l a y o u t  o f  t h e  cove r  
page .  These s u g g e s t i o n s  were i n c o r p o r a t e d  when t h e  r e s e a r c h e r  f e l t  t h a t  
t h e y  c o n t r i b u t e d  t o  i n c r e a s i n g  t h e  e f f e c t i v e n e s s  and pu rpose  o f  t h e  
i n s t r u m e n t .
S tage  I I :  Data  C o l l e c t i o n  and S c a l e  R e f inem en t ,  Round One
Data f o r  i n i t i a l  r e f i n e m e n t  o f  t h e  1 00 - i t e m  TCI ( s e e  Appendix E and 
Appendix F) were g a t h e r e d  from a sample o f  203 a d u l t  employees from 23 
d i f f e r e n t  work teams and 15 o r g a n i z a t i o n s  in  t h e  S p r in g  o f  1993. Work 
teams v a r i e d  in  s i z e  f rom s i x  members t o  25 members. Work team members 
were d e f i n e d  as  pe op le  who work w i th  o t h e r  pe o p le  on a d a y - t o - d a y  b a s i s  
and depend on each o t h e r  t o  g e t  t h i n g s  done a t  work. Respondent s  were 
from a v a r i e t y  o f  work teams in b u s i n e s s  and i n d u s t r y .  The TCI was 
a d m i n i s t e r e d  w i t h i n  each  o r g a n i z a t i o n ,  and d a t a  c o l l e c t e d  from t h e  
o r g a n i z a t i o n  by t h e  r e s e a r c h e r .  The TCI was a d m i n i s t e r e d  by t h e  
r e s e a r c h e r  o r  by t h e  work team l e a d e r .  S t e p - b y - s t e p  i n s t r u c t i o n s  were 
used  f o r  a d m i n i s t e r i n g  t h e  TCI ( s e e  Appendix G).
Raw d a t a  were c o l l e c t e d  on t h e  p e r c e i v e d  a c t u a l  work team c u l t u r e  
( t h e  way t h i n g s  a r e ) ,  and t h e  p e r c e i v e d  d e s i r e d  work team c u l t u r e  ( t h e  
way I want  i t  t o  b e ) .  The d a t a  used  t o  c a l c u l a t e  a l l  s t a t i s t i c a l  
p r o c e d u r e s  were t h e  d i f f e r e n c e  s c o r e s  (D = d e s i r e d ,  A = a c t u a l ,  0 = 
o p p o r t u n i t y  f o r  improvement,  D - A = 0 ) .
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The i t e r a t i v e  p r o c e s s  p r e v i o u s l y  o u t l i n e d  in  Tab le  3 (page  63) was 
used f o r  r e f i n i n g  t h e  i n s t r u m e n t .  The s t a t i s t i c a l  p r o c e d u r e s  used  in t h e  
f o u r  s t e p  p r o c e s s  began w i th  t h e  com p u ta t io n  o f  c o e f f i c i e n t  a lp h a  
f o l lo w e d  by i t e m - t o - t o t a l  c o r r e l a t i o n s ,  i t e m - t o - i t e m  c o r r e l a t i o n s  and 
f a c t o r  a n a l y s i s .
C o e f f i c i e n t  Alpha:  F i r s t  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were computed on t h e  
i n i t i a l ,  100 - i t e m  TCI and t h e  i n i t i a l  s u b - s c a l e s  ( s e e  Appendix F) t o  
d e t e r m i n e  t h e  i n t e r n a l  c o n s i s t e n c y  ( s e e  T a b le  4 ) .  T h i s  a n a l y s i s  a l s o  
p r o v i d e s  an e s t i m a t e  o f  t h e  r e l i a b i l i t y  o f  t h e  TCI and i t s  s u b - s c a l e s .  
C o e f f i c i e n t  a lp h a  f o r  t h e  i n i t i a l  1 0 0 - i t e m  TCI was .99 .
Tab le  4
F i r s t  I t e r a t i o n  C o e f f i c i e n t  Alpha f o r  O v e r a l l  100- I t em  TCI and I t s  
S u b - S c a le s
S c a l e C o e f f i c i e n t  a l p h a 3
O v e r a l l  TCI .99
M o t i v a t i o n .92
D i r e c t i o n .89
Human I n t e r a c t i o n .96
O r g a n i z a t i o n a l  S t r u c t u r e .87
P r o c e s s e s .95
Outcomes .94
"Cronbach 's  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
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I t e m -T o -T o ta l  C o r r e l a t i o n s :  F i r s t  I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were computed f o r  each o f  t h e  s i x  i n i t i a l  
s u b - s c a l e s  f o r  t h e  p u rpose  o f  e l i m i n a t i n g  i tems  t h a t  f a i l e d  t o  c o n t r i b u t e  
t o  t h e  i n t e r n a l  c o n s i s t e n c y  o f  t h e  s c a l e .  The c o r r e c t e d  i t e m - t o - t o t a l  
c o r r e l a t i o n s  f o r  each i t em l i s t e d  w i th  i t s  s u b - s c a l e  a r e  shown in Tab le  
5. I tems w i th  an i t e m - t o - t o t a l  c o r r e l a t i o n  o f  l e s s  t h a n  .60 ( r  < .60)  
were d e l e t e d .  The r e s e a r c h e r  had d e c i d e d ,  a p r i o r i ,  t h a t  i t e m - t o - t o t a l  
c o r r e l a t i o n s  o f  .40 o r  l e s s  ( r  < .40)  would be d e l e t e d .  Using r  < .40 ,  
would j u s t i f y  e l i m i n a t i n g  o n l y  s i x  i tems  from t h e  e n t i r e  TCI. A f t e r  
c a r e f u l  c o n s i d e r a t i o n  f o r  t h e  p u rp o se  o f  t h i s  r e s e a r c h  and t h e  c r i t e r i a  
f o r  t h e  r e s u l t i n g  i n s t r u m e n t a t i o n ,  i t  was d e c id e d  t o  r a i s e  t h e  a c c e p t a b l e  
i t e m - t o - t o t a l  c o r r e l a t i o n  t o  .60 o r  h i g h e r .  Th is  would p ro v id e  
s t a t i s t i c a l  j u s t i f i c a t i o n  f o r  e l i m i n a t i n g  more i t e m s ,  so a s  t o  accom pli sh  
t h e  o b j e c t i v e  o f  p rod u c in g  a c o n c i s e ,  o p e r a t i o n a l ,  and p r a c t i c a l  
i n s t r u m e n t .
The f o l l o w i n g  25 i tems  had i t e m - t o - t o t a l  c o r r e l a t i o n s  below .60 and 
were d e l e t e d  as  a r e s u l t  o f  t h e  i n i t i a l  i t e m - t o - t o t a l  c o r r e l a t i o n  
a n a l y s i s :
• i tems 24 and 46 ( m o t i v a t i o n  s u b - s c a l e ) ;
• i tems  32 and 47 ( d i r e c t i o n  s u b - s c a l e ) ;
• i tems  55 and 59 (human i n t e r a c t i o n  s u b - s c a l e ) ;
• i tems 4,  12, 20,  28,  56 ,  71, 80 ,  and 88 
( o r g a n i z a t i o n a l  s t r u c t u r e  s u b - s c a l e ) ;
• i tems  13, 26,  29,  61 ,  66 ,  and 77 ( p r o c e s s e s  s u b - s c a l e ) ;  and
• i tems 14, 45, 58,  73, and 93 (outcomes s u b - s c a l e ) .
Table 5
I n i t i a l  Item-To-Total Correlations fo r  100-Item TCI Items bv Sub-Scales
I tem r
M o t i v a t i o n
1. We a r e  commit ted t o  ou r  m i s s i o n . .70
8 .  We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y  o f
p r o d u c t s / s e r v i c e s  we p r o v id e . .68
16. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r . .64
24.  We a r e  e x p e c t e d  t o  a ccom pl i sh  ou r  t a s k s . . 39a
31.  We f e e l  a s e nse  o f  l o y a l t y  t o  our  team. .70
39.  We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y . .67
46.  We have h igh  e x p e c t a t i o n s  f o r  o u r s e l v e s . .59*
53.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g . .73
60. We have a c l e a r  s e n s e  o f  p u r p o se . .68
68.  We deve lop  our  own team v a l u e s . .74
75. We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  ou r  team g o a l s . .69
84.  We have high  e x p e c t a t i o n s  f o r  our  team. .69
D i r e c t i o n
2. We s h a r e  a common v i s i o n . .69
10. We s h a r e  a common m is s io n  o r  p u rp o se . .75
18. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  env i ronm en t ,
such as  o t h e r  t eam s ,  d e p t s . .69
25. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s . .67
32.  We deve lop  ou r  own g o a l s . .41a
41.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  r e s o u r c e s
o u t s i d e  o f  our  team. .65
47.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  teams
o u t s i d e  o f  our  team. .57a
62.  We have an improvement  p l a n  t o  gu id e  us . .66
76.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  i n d i v i d u a l s
o u t s i d e  o f  our  team. .62
86.  We a c c e p t  t h e  g o a l s  o f  our  team. .72
Human I n t e r a c t i o n
3.  We t r u s t  each o t h e r . .79
7.  A l l  team members p a r t i c i p a t e  in p r o b l e m - s o l v i n g . .63
11. We l i s t e n  t o  each o t h e r . .76
15. A l l  team members p a r t i c i p a t e  in d i s c u s s i o n s . .61
19. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s . .71
23.  We communicate our  i d e a s  o p e n ly . .70
27.  We r e s p e c t  each o t h e r ' s  f e e l i n g s ,  i d e a s ,  & o p i n i o n s .  
34. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members.
.81
.72
38.  We r e s p e c t  each o t h e r ' s  i d e a s . .81





49. We s u p p o r t  each  o t h e r .  .79
55. Our work env ironm en t  i s  i n f o r m a l .  .30a
59. We c o n f r o n t  p rob lem s.  .59a
64. We have no "h idden  a g e n d a s . "  .68
70. We have w e l l  e s t a b l i s h e d  working r e l a t i o n s h i p s .  .75
74. We work t o g e t h e r  w e l l .  .82
79. We have genu ine  conc e rn  f o r  each o t h e r s '  w e l l - b e i n g .  .73
83. We c o o p e r a t e  w i th  each  o t h e r  t o  a ccom pl i sh  t a s k s .  .80
87.  We have h o n e s t  r e l a t i o n s h i p s  w i th  each  o t h e r .  .80
91. We p r a c t i c e  sound communicat ion p r i n c i p l e s .  .77
94. We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  as  a
p o s i t i v e  team a s s e t .  .76
97. We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e rs .  .79
100 .We have open r e l a t i o n s h i p s  w i th  each o t h e r .  .76
O rganizational S truc tu re
4. We have c l e a r  job  r e s p o n s i b i l i t i e s .  .57a
12. We depend on one a n o t h e r .  .56a
20. A team member i s  r e s p o n s i b l e  f o r  t a k i n g  c a r e
o f  l o g i s t i c a l  m a t t e r s .  .39a
28. We change t o  meet  t h e  needs o f  our  c u s to m e rs .  .43a
35. We u n d e r s t a n d  ou r  r o l e s .  .73
43. Our t a s k  a s s ig n m e n t s  a r e  c l e a r .  .71
50. Our o r g a n i z a t i o n a l  s t r u c t u r e  a l l o w s  us t o  work
a s  a team. .65
56. We u n d e r s t a n d  how our  i n d i v i d u a l  f u n c t i o n s  l i n k  
t o g e t h e r .  .56a
65. Our r o l e s  a r e  w e l l  d e f i n e d .  .74
71. We f o l l o w  p o l i c i e s  f o r  e f f i c i e n c y .  .48a
80.  We have someone t o  t a k e  c a r e  o f  a d m i n i s t r a t i v e
m a t t e r s .  ,54a
88. We have r e g u l a r  m e e t i n g s .  .20a
Processes
5.  We make cons en s u s  d e c i s i o n s  on im p o r t a n t  m a t t e r s .  .64
9. We s e t  ground r u l e s  f o r  working  t o g e t h e r .  .72
13. Our team needs dom in a te  i n d i v i d u a l  w a n t s .  .24a
17. We use a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g .  .67
21. We use communicat ion p r o c e s s e s  t h a t  b e s t  s e rv e
ou r  team. .67
26. We e v a l u a t e  our  m e e t in g s .  .58a
29. We i n f l u e n c e  our  l e a d e r .  .55a
33. We a r e  c o n s c i o u s l y  aware o f  our  p r o b le m - s o l v in g
p r o c e s s e s .  .61





40. We a c c e p t  t h e  e x p e c t a t i o n s  o f  our  team. .69
44. We communicate our  f e e l i n g s  o p e n ly . .70
48. We seek  ou t  a l l  i n f o r m a t io n  r e l e v a n t  t o  i s s u e s . .68
51. We g i v e  c o n s t r u c t i v e  f ee dba c k  t o  each o t h e r . .67
54. We a r e  c o n s c i o u s l y  aware o f  how ou r  team f u n c t i o n s . .62
57. Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s . .72
61.  We p r o v i d e  f eedback  on how ou r  l e a d e r  b e s t  s e r v e
our  team. .59a
66.  Our l e a d e r  does no t  domina te  t h e  team. .43a
69.  We a c c e p t  v a lu e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team. .78
72. A l l  team members p a r t i c i p a t e  in m e e t in g s . .67
77. We i d e n t i f y  p rob lem s. .56a
81.  We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s
f r e q u e n t l y . .66
85.  We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g . .69
89.  We i n f l u e n c e  each o t h e r  in a p o s i t i v e  way. .73
92. We a r e  c o n s c i o u s l y  aware o f  our  d e c i s i o n  making
p r o c e s s . .73
95.  We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any
g iv e n  i s s u e . .71
99. We a g re e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r
s p e c i f i c  t a s k s . .73
Outcomes
6. We a ccom pl i sh  more as  a team th a n  a s  i n d i v i d u a l s . .62
14. We a r e  c r e a t i v e . . 56a
22. We succeed  as  a team. .72
30. Our team i s  r e c o g n i z e d  f o r  ou r  e f f o r t s . .60
37. We a r e  i n n o v a t i v e . .63
45. We p r o v id e  q u a l i t y  p r o d u c t s / s e r v i c e s . .46a
52. We a r e  s a t i s f i e d  w i th  our  j o b s . .68
58. We a r e  f l e x i b l e . .48a
63. We a r e  a c o h e s i v e  ( u n i t e d )  team. .80
67. We a r e  c o m f o r t a b l e  in  a team en v i ro n m en t . .71
73. We t r y  new ways o f  do ing  t h i n g s . ,59a
78. We r e c o g n i z e  each o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .71
82.  Our team h e lp s  us deve lop  i n d i v i d u a l l y . .76
90. Our work env ironment  i s  e n j o y a b l e . .75
93.  We a r e  c o m f o r t a b l e  making i n d i v i d u a l  d e c i s i o n s
f o r  t h e  team. .59a
96. We a r e  a d a p t a b l e . .67
98. We have team s p i r i t . .80
N o t e . I tems w i th  i t e m - t o - t o t a l  c o r r e l a t i o n s  o f  r  < .60 were d e l e t e d .
ar < .60.
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C o e f f i c i e n t  Alpha :  Second I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were r e -com puted  on t h e  
r e d u c e d ,  7 5 - i t e m  TCI and t h e  r e d u c e d - i t e m  s u b - s c a l e s  t o  d e t e r m i n e  t h e  
i n t e r n a l  c o n s i s t e n c y  ( s e e  Tab le  6 ) .  C o e f f i c i e n t  a lp h a  f o r  t h e  r educed -  
i tem s u b - s c a l e s  r anged  from .87 t o  .9 7 .  The c o e f f i c i e n t  a lpha  
c o e f f i c i e n t  f o r  t h e  r e d u c e d ,  7 5 - i t e m  TCI, was .99.
Tab le  6
Second I t e r a t i o n  C o e f f i c i e n t  Alpha f o r  7 5 - I t e m  TCI and I t s  S u b -S c a le s
C o e f f i c i e n t  a l p h a 9 bv i t e r a t i o n  
S c a l e  1 s t  2nd
O v e r a l l  TCI .99 .99
M o t i v a t i o n .92 .92
D i r e c t i o n .89 .89
Human I n t e r a c t i o n .96 .97
O r g a n i z a t i o n a l  S t r u c t u r e .87 .87
P r o c e s s e s .95 .95
Outcomes .94 .93
aC r onba c h ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
I t e m -T o - T o ta l  C o r r e l a t i o n s :  Second I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were r e - c om pu te d  f o r  each  o f  t h e  r educed -  
i tem s u b - s c a l e s  and p r e s e n t e d  in  Tab le  7 .  The same p r o c e d u r e  was 
f o l l o w e d  as  in t h e  f i r s t  i t e r a t i o n .  Three  i tems w i th  i t e m - t o - t o t a l  
c o r r e l a t i o n s  below .60 were d e l e t e d  a s  a r e s u l t  o f  t h i s  a n a l y s i s :
• i tem 76 ( d i r e c t i o n s  s u b - s c a l e ) ;
• i tem 50 ( o r g a n i z a t i o n a l  s t r u c t u r e  s u b - s c a l e ) ;  and
• i tem 37 (outcomes s u b - s c a l e ) .
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Table 7
Second Ite ra t io n  Item-To-Total Correlations fo r  75-Item TCI Items bv Sub-




1. We a r e  commit ted t o  our  m i s s i o n .  .69
8.  We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y
o f  p r o d u c t s / s e r v i c e s  we p r o v i d e .  .65
16. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r .  .65
31.  We f e e l  a s e nse  o f  l o y a l t y  t o  ou r  team. .71
39.  We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y .  .65
53.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .  .73
60.  We have a c l e a r  s e n s e  o f  p u r p o s e .  .68
68.  We d e ve lop  ou r  own team v a l u e s .  .74
75.  We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  ou r  team g o a l s .  .70
84.  We have h igh  e x p e c t a t i o n s  f o r  ou r  team. .70
D ire c tio n
2. We s h a r e  a common v i s i o n .  .71
10. We s h a r e  a common m is s io n  o r  p u r p o s e .  .75
18. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l
en v i ro n m en t ,  such as  o t h e r  t ea m s ,  d e p t s .  .70
25.  We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  ou r
g o a l s .  .68
41.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  r e s o u r c e s
o u t s i d e  o f  our  team. .62
62.  We have an improvement  p l a n  t o  gu id e  u s .  .66
76.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  i n d i v i d u a l s
o u t s i d e  o f  our  team. .57a
86. We a c c e p t  t h e  g o a l s  o f  our  team. .71
Human In te ra c tio n
3. We t r u s t  each o t h e r .  .79
7. All  team members p a r t i c i p a t e  in  p r o b l e m - s o l v i n g .  .64
11. We l i s t e n  t o  each o t h e r .  .76
15. A l l  team members p a r t i c i p a t e  in  d i s c u s s i o n s .  .61
19. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s .  .72
23.  We communicate our  i d e a s  o p e n ly .  .69
27.  We r e s p e c t  each  o t h e r ' s  f e e l i n g s ,  i d e a s ,  & o p i n i o n s .  .82
34. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members. .72
38. We r e s p e c t  each o t h e r ' s  i d e a s .  .82
42. We l e a r n  from r e s o l v i n g  c o n f l i c t s  e f f e c t i v e l y .  .67
49. We s u p p o r t  each o t h e r .  .80
64.  We have no "h idden  a g e n d a s . "  .68
( table continues)
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Table 7 ( continued)
I tem__________________________________________________________________ £ _
70.  We have w e l l  e s t a b l i s h e d  working  r e l a t i o n s h i p s .  .75
74. We work t o g e t h e r  w e l l .  .82
79.  We have ge nu ine  conc e rn  f o r  each o t h e r s '  w e l l - b e i n g .  .73
83. We c o o p e r a t e  w i th  each  o t h e r  t o  a ccom pl i sh  t a s k s .  .80
87. We have h o n e s t  r e l a t i o n s h i p s  w i th  each o t h e r .  .80
91. We p r a c t i c e  sound communica t ion p r i n c i p l e s .  .77
94.  We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )
as  a p o s i t i v e  team a s s e t .  .76
97.  We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e r s .  .79
1 0 0 .We have open r e l a t i o n s h i p s  w i th  each  o t h e r .  .76
O rganizational S tructu re
35. We u n d e r s t a n d  ou r  r o l e s .  .72
43.  Our t a s k  a s s ig n m e n t s  a r e  c l e a r .  .70
50. Our o r g a n i z a t i o n a l  s t r u c t u r e  a l l o w s  us t o  work
as  a team. .56*
65. Our r o l e s  a r e  w e l l  d e f i n e d .  .75
Processes
5. We make cons en s u s  d e c i s i o n s  on im p o r t a n t  m a t t e r s .  .64
9. We s e t  ground r u l e s  f o r  working  t o g e t h e r .  .70
17. We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g .  .68
21. We use  communicat ion p r o c e s s e s  t h a t  b e s t  s e rv e
our  team. .69
33.  We a r e  c o n s c i o u s l y  aware o f  ou r  p r o b l e m - s o l v i n g
p r o c e s s e s .  .62
36. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k .  .66
40 We a c c e p t  t h e  e x p e c t a t i o n s  o f  our  team. .70
44.  We communicate  our  f e e l i n g s  o p e n ly .  .67
48.  We seek  ou t  a l l  i n f o r m a t io n  r e l e v a n t  t o  i s s u e s .  .70
51.  We g i v e  c o n s t r u c t i v e  f eedback  t o  each o t h e r .  .66
54.  We a r e  c o n s c i o u s l y  aware o f  how our  team f u n c t i o n s .  .63
57.  Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s .  .68
69.  We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team. .77
72. A l l  team members p a r t i c i p a t e  in  m e e t i n g s .  .64
81.  We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .  .66
85.  We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .  .67
89.  We i n f l u e n c e  each o t h e r  in a p o s i t i v e  way. .75
92. We a r e  c o n s c i o u s l y  aware o f  our  d e c i s i o n  making
p r o c e s s .  • .73
95.  We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iven
i s s u e .  .72
99.  We a g re e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r






6. We a ccom pl i sh  more as  a team th a n  as  i n d i v i d u a l s . .64
22. We succeed  as  a team. .74
30. Our team i s  r e c o g n i z e d  f o r  our  e f f o r t s . .61
37. We a r e  i n n o v a t i v e . .59a
52. We a r e  s a t i s f i e d  w i th  ou r  j o b s . .66
63. We a r e  a c o h e s i v e  ( u n i t e d )  team. .81
67. We a r e  c o m f o r t a b l e  in a team en v i ro n m en t . .72
78. We r e c o g n i z e  each o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .71
82.  Our team h e l p s  us d e v e lo p  i n d i v i d u a l l y . .77
90. Our work env ironm en t  i s  e n j o y a b l e . .75
96.  We a r e  a d a p t a b l e . .63
98. We have team s p i r i t . .82
Note .  I tems w i th  i t e m - t o - t o t a l  c o r r e l a t i o n  o f  r  < .60 were d e l e t e d .
ar  < .60 .
C o e f f i c i e n t  Alpha:  T h i rd  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach,  1951) v a l u e s  were re -com puted  on t h e  
r e d u c e d ,  7 2 - i tem TCI and t h e  s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  of  
t h e  t h i r d  i t e r a t i o n  ( s e e  T a b le  8 ) .  C o e f f i c i e n t  a lp h a  rem ained  unchanged 
f o r  t h e  o v e r a l l ,  7 2 - i tem TCI a t  .99 and f o r  t h e  d i r e c t i o n  and outcomes 
s u b - s c a l e s .  The c o e f f i c i e n t  a lp h a  f o r  t h e  o r g a n i z a t i o n a l  s t r u c t u r e  s u b ­
s c a l e  was lowered  from .87 t o  .84 .
I t e m -T o -T o ta l  C o r r e l a t i o n s :  T h i rd  I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were re -com puted  f o r  t h e  each o f  t h e  
r e d u c e d - i t e m ,  s u b - s c a l e s  and p r e s e n t e d  in Tab le  9.  The same p r o c e d u r e  
was fo l l o w e d  as  in t h e  f i r s t  and second i t e r a t i o n .  Two i tems w i th  i tem-  
t o - t o t a l  c o r r e l a t i o n s  below .60 were d e l e t e d  as  a r e s u l t  o f  t h i s  
a n a l y s i s :  i tem 41 ( d i r e c t i o n  s u b - s c a l e ) ;  and i tem 30 (outcomes s u b ­
s c a l e ) .
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Table 8
Third I te ra t io n  Coeffic ient Alpha fo r  72-Item TCI and I ts  Sub-Scales
C o e f f i c i e n t  a lpha" bv i t e r a t i o n
S c a le 1 s t 2nd 3rd
O v e r a l l  TCI .99 .99 .99
M o t i v a t i o n .92 .92
D i r e c t i o n .89 .89 .89
Human I n t e r a c t i o n .96 .97
O r g a n i z a t i o n  S t r u c t u r e .87 .87 .84
P r o c e s s e s .95 .95
Outcomes .94 .93 .93
N o t e . C o e f f i c i e n t  a lp h a  i s  shown under  t h e  t h i r d  i t e r a t i o n  column on ly  
f o r  t h e  s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  o f  t h e  second i t e r a t i o n ,  
i t e m - t o - t o t a l  c o r r e l a t i o n s .
“C ro n b a c h ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
Tab le  9
T h i rd  I t e r a t i o n  I t e m -T o - T o ta l  C o r r e l a t i o n s  f o r  7 2 - I t e m  TCI I tems Bv Sub- 
S c a l e s :  D i r e c t i o n .  O r g a n i z a t i o n a l  S t r u c t u r e ,  and Outcomes
Item r
D ire c tio n
2.  We s h a r e  a common v i s i o n .  .71
10. We s h a r e  a common m is s io n  o r  p u r p o s e .  .76
18. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  e n v i ronm en t ,
such as  o t h e r  t eam s ,  d e p t s .  .68
25.  We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .  .71
41.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  r e s o u r c e s
o u t s i d e  o f  our  team. .59a
62. We have an improvement  p l a n  t o  gu id e  u s .  .67





O r a a n i z a t i o n a l  S t r u c t u r e
35.  We u n d e r s t a n d  our  r o l e s . .72
43. Our t a s k  a s s ig n m e n t s  a r e  c l e a r . .71
65.  Our r o l e s  a r e  w e l l  d e f i n e d . .76
Outcomes
6. We a ccom pl i sh  more as  a team th a n  as  i n d i v i d u a l s . .64
22. We succeed  as  a team. .76
30. Our team i s  r e c o g n i z e d  f o r  ou r  e f f o r t s . .58a
52. We a r e  s a t i s f i e d  w i th  our  j o b s . .66
63. We a r e  a c o h e s i v e  ( u n i t e d )  team. .80
67.  We a r e  c o m f o r t a b l e  in a team en v i ro n m en t . .72
78. We r e c o g n i z e  each o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .70
82. Our team h e l p s  us de ve lop  i n d i v i d u a l l y . .76
90.  Our work e nv i ronm en t  i s  e n j o y a b l e . .75
96. We a r e  a d a p t a b l e . .61
98.  We have team s p i r i t . .82
N o t e . I tems wi th  i t e m - t o - t o t a l  c o r r e l a t i o n  o f  r  < .60 were d e l e t e d .
ar  < .60 .
C o e f f i c i e n t  Alpha :  F ou r th  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach,  1951) v a l u e s  were r e -com puted  t o  
d e te r m in e  t h e  i n t e r n a l  c o n s i s t a n c y  on t h e  r e d u c e d ,  7 0 - i t e m  TCI and t h e  
s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  o f  t h e  f o u r t h  i t e r a t i o n  ( se e  
Tab le  10) .  C o e f f i c i e n t  a lp h a  rem ained unchanged f o r  t h e  o v e r a l l ,  7 0 - i t e m  
TCI a t  .9 9 ,  and f o r  t h e  outcomes s u b - s c a l e  w i th  a c o e f f i c i e n t  a lp h a  o f  
.9 3 .  The a lp h a  c o e f f i c i e n t  was lowered  from .89 t o  .88 f o r  t h e  s u b ­
s c a l e ,  d i r e c t i o n .
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Table 10
Fourth Ite ra t io n  Coeffic ient Alpha fo r  70-Item TCI and I ts  Sub-Scales
S c a le 1 s t




i t e r a t i o n
4 th
O v e r a l l  TCI .99 .99 .99 .99
M o t i v a t i o n .92 .92
D i r e c t i o n .89 .89 .89 .88
Human I n t e r a c t i o n .96 .97
O r g a n i z a t i o n  S t r u c t u r e .87 .87 .84
P r o c e s s e s .95 .95
Outcomes .94 .93 .93 .93
N o t e . C o e f f i c i e n t  a lp h a  i s  shown unde r  t h e  f o u r t h  i t e r a t i o n  column on ly  
f o r  t h e  s u b - s c a l e s  t h a t  were r e d u c e d  a s  a r e s u l t  o f  t h e  t h i r d  i t e r a t i o n ,  
i t e m - t o - t o t a l  c o r r e l a t i o n s .
3C r o n b a c h ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
I t e m -T o - T o ta l  C o r r e l a t i o n s :  F ou r th  I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were r e -com puted  f o r  each o f  t h e  s u b ­
s c a l e s  t h a t  were r ed u c e d  as  a r e s u l t  o f  t h e  i t e m - t o - t o t a l  a n a l y s i s  
conduc ted  in t h e  t h i r d  i t e r a t i o n .  I t e m - t o - t o t a l  c o r r e l a t i o n s  f o r  t h e  
s u b - s c a l e s ,  d i r e c t i o n  a r e  p r e s e n t e d  in Tab le  11. The same p r o c e d u r e  was 
f o l l o w e d  as  in t h e  p r e c e d i n g  i t e r a t i o n s .  No i tems  were d e l e t e d  on t h i s  
i t e r a t i o n  be c ause  a l l  i t em s  w i th  i t e m - t o - t o t a l  c o r r e l a t i o n s  g r e a t e r  than  
.60 .  Th is  comple ted  t h e  i t e m - t o - t o t a l  a n a l y s i s  f o r  round one o f  t h e  
s c a l e  r e f i n e m e n t  p r o c e s s .
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Table 11
Fourth I te ra t io n  Item-To-Total Correlations fo r  70-Item TCI Items bv Sub-
S c a l e s :  D i r e c t i o n  and Outcomes
Item £
D i r e c t i o n
2. We s h a r e  a common v i s i o n . .72
10. We s h a r e  a common m is s io n  o r  pu rp o se . .73
18. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  e nv i ronm en t ,
such as  o t h e r  t eams,  d e p t s .
25. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .
.66
.68
62.  We have an improvement  p l a n  t o  g u id e  u s . .66
86.  We a c c e p t  t h e  g o a l s  o f  our  team. .71
Outcomes
6. We a c com pl i sh  more as  a team th a n  as  i n d i v i d u a l s . .64
22. We succeed  a s  a team. .75
52. We a r e  s a t i s f i e d  w i th  our  j o b s . .65
63. We a r e  a c o h e s i v e  ( u n i t e d )  team. .80
67.  We a r e  c o m f o r t a b l e  in a team en v i ro n m en t . .72
78. We r e c o g n i z e  each o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .69
82.  Our team h e l p s  us d e v e lo p  i n d i v i d u a l l y . .76
90. Our work e nv i ronm en t  i s  e n j o y a b l e . .75
96.  We a r e  a d a p t a b l e . .62
98. We have team s p i r i t . .82
I t e m - t o - I t e m  C o r r e l a t i o n s  
The t h i r d  s t e p  in  t h e  i t e r a t i v e  p r o c e s s  was t o  check i t e m - t o - i t e m  
c o r r e l a t i o n s  t o  e l i m i n a t e  redundancy  w i t h i n  t h e  s c a l e s .  Although t h e  
i n t e n t  i s  t o  d e ve lop  s c a l e s  w i th  i tems  t h a t  be lo ng  t o  t h e  same c o n s t r u c t ,  
i t  i s  no t  n e c e s s a r y  t o  have more t h a n  one i tem a d d r e s s i n g  t h e  same 
c o n c e p t .  I n v e s t i g a t i n g  i t e m - t o - i t e m  c o r r e l a t i o n s  gave t h e  r e s e a r c h e r  
some i n d i c a t i o n  o f  red undancy  in t h e  s c a l e s .  I tems w i th  i t e m - t o - i t e m  
c o r r e l a t i o n s  equa l  t o  o r  g r e a t e r  th a n  .70 were compared t o  d e te r m in e  i f  
t h e  i tems were a d d r e s s i n g  s i m i l a r  c o n c e p t s .  The r e s e a r c h e r  t h e n  
d e te r m in e d  which i tems  s hou ld  be e l i m i n a t e d  based  on h igh ( r  > .70)  i tem-
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t o - i t e m  c o r r e l a t i o n s  and t h e  r e l a t i v e l y  low i t e m - t o - t o t a l  c o r r e l a t i o n s .  
I t e m - t o - i t e m  c o r r e l a t i o n s  a r e  p r e s e n t e d  f o r  each s u b - s c a l e  in Tab le  12. 
Six  i tems  were d e l e t e d  as  a r e s u l t  o f  t h i s  a n a l y s i s ,  f i v e  from t h e  human 
i n t e r a c t i o n  s u b - s c a l e :  i tem numbers:  100, 83,  79,  70,  and 27, and one 
from t h e  p r o c e s s e s  s u b - s c a l e ,  i tem number 92.  The s u b - s c a l e ,  ou tcom es ,  
had one i t e m - t o - i t e m  c o r r e l a t i o n  ov e r  .7 0 ,  bu t  no i tems  were d e l e t e d  
because  t h e  r e s e a r c h e r  d e te r m in e d  t h a t  i tems  90 and 98 were no t  
a d d r e s s i n g  t h e  same c o n c e p t .  No d e l e t i o n s  were n e c e s s a r y  from t h e  s u b ­
s c a l e s :  m o t i v a t i o n ,  d i r e c t i o n ,  and o r g a n i z a t i o n a l  s t r u c t u r e  be c ause  a l l  
i t e m - t o - t o t a l  c o r r e l a t i o n s  were below .70 .
Tab le  12
I t e m - t o - i t e m  C o r r e l a t i o n s  f o r  7 0 - I t e m  TCI I tems bv S u b -S c a le s
M o t i v a t i o n
Item




#16 .49 .44 1 .0
#31 .51 .50 .54 1 .0
#39 .59 .51 .50 .44 1.0
#68 .50 .55 .54 .60 .48 1.0
#75 .53 .46 .53 .62 .41 .58 1.0
#84 .48 .49 .46 .55 .46 .58 .61 1.0
#60 .50 .48 .45 .48 .52 .65 .45 .58 1.0
#53 .58 .49 .53 .54 .57 .56 .59 .58 .57
D i r e c t ion
Item
#2 #10 #18 #25 #86 #62
Item
#2 1.0
#10 .67 1 .0
#18 .55 .53 1 .0
#25 .56 .57 .50 1 .0
#86 .59 .61 .59 .56 1.0




Human In te ra c tio n
Item
#3 #7 #11 #15 #19 #23 #27 #34 #38 #42
Item
#3 1.0
#7 .53 1 .0
#11 .64 .50 1.0
#15 .54 .59 .62 1.0
#19 .65 .47 .57 .40 1 .0
#23 .60 .54 .56 .57 .53 1 .0
#27 .65 .59 .70a .52 .66 .58 1.0
#34 .57 .41 .55 .37 .60 .43 .61 1.0
#38 .64 .53 .63 .39 .64 .60 . I T . 71a 1.0
#42 .56 .47 .49 .42 .53 .57 .56 .50 .62 1.0
#49 .66 .52 .60 .40 .57 .52 J T .65 .7 5a .57
#64 .58 .44 .53 .40 .53 .50 .53 .45 .58 .47
#70 .57 .42 .60 .45 .58 .43 .69 .54 .63 .47
#74 . 70a .49 .69 .49 .57 .53 .69 .60 .68 .48
#79 .61 .47 .53 .40 .51 .47 .64 .55 .57 .36
#83 .62 .56 .61 .48 .54 .56 .68 .61 .67 .58
#87 .7 3a .45 .62 .44 .62 .56 .66 .63 .68 .46
#91 .57 .49 .61 .52 .54 .63 .61 .53 .66 .66
#94 .56 .52 .52 .48 .55 .55 .59 .59 .60 .56
#97 .62 .53 .58 .53 .55 .53 .62 .63 .60 .55
#100 .60 .45 .56 .43 .49 .48 .61 .63 .65 .62
Item




#70 .63 .53 1 .0
#74 . 73a .60 .7 3a 1 .0
#79 .53 .52 .64 .70a 1.0
#83 .68 .49 .63 .7 5a .67 1.0
#87 .69 .58 .64 .68 .66 .65 1 .0
#91 .62 .58 .59 .58 .57 .61 .57 1.0
#94 .63 .55 .57 .58 .56 .60 .67 .67 1.0
#97 .60 .55 .64 .67 .61 .67 .61 .64 .69 1 .0









#43 .63 1 .0
#65 .69 .68 1 .0
Processes
I tem




#17 .49 .56 1.0
#21 .42 .49 .56 1 .0
#33 .43 .61 .54 .54 1.0
#36 .36 .40 .47 .41 .39 . 1 . 0
#40 .47 .49 .52 .54 .42 .54 1 .0
#44 .47 .41 .41 .56 .31 .56 .48 1 .0
#48 .46 .49 .54 .45 .44 .55 .52 .50 1.0
#51 .38 .46 .42 .49 .41 .57 .50 .48 .57 1 .0
#54 .38 .46 .39 .46 .46 .39 .53 .36 .45 .43
#57 .49 .51 .49 .56 .42 .51 .50 .61 .41 .38
#69 .41 .57 .52 .52 .45 .60 .61 .54 .64 .58
#72 .41 .46 .48 .45 .35 .50 .43 .50 .46 .45
#81 .41 .42 .44 .50 .44 .47 .52 .47 .43 .51
#85 .47 .49 .50 .46 .48 .39 .50 .45 .58 .44
#89 .48 .57 .44 .52 .41 .58 .55 .60 .52 .62
#92 .49 .60 .49 .49 .60 .40 .42 .48 .58 .42
#95 .52 .54 .56 .48 .46 .40 .52 .51 .52 .48
#99 .58 .57 .47 .52 .46 .45 .59 .44 .49 .49
Item




#69 .50 .55 1.0
#72 .47 .51 .53 1 .0
#81 .44 .45 .57 .47 1.0
#85 .34 .46 .61 .38 .47 1 .0
#89 .47 .56 .61 .50 .54 .54 1 .0
#92 .52 .51 .62 .52 .47 .71a .51 1 .0
#95 .51 .49 .54 .50 .49 .53 .58 . 70a 1 .0
#99 .61 .52 .60 .45 .57 .47 .60 .55 .64 1 .0
( table continues!
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Tab le  12 ( c o n t i n u e d ) 
Outcomes
Item




#52 .44 .52 1.0
#63 .65 .67 .62 1 .0
#67 .45 .56 .53 .65 1 .0
#78 .45 .57 .47 .54 .56 1.0
#82 .50 .63 .51 .64 .56 .68 1 .0
#90 .44 .59 .57 .64 .60 .59 .62 1.0
#96 .43 .50 .40 .52 .51 .44 .48 .52 1 .0




C o e f f i c i e n t  Alpha :  F i f t h  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a lu e s  were re- computed  on t h e  
r e d u c e d ,  6 4 - i t e m  TCI and t h e  s u b - s c a l e s  t h a t  were r educed  as  a r e s u l t  of  
t h e  i t e m - t o - i t e m  a n a l y s i s  ( s e e  Tab le  13) .  Th i s  a n a l y s i s  was conduc ted  
t o  d e t e r m i n e  t h e  i n t e r n a l  c o n s i s t e n c y  and e s t i m a t e  t h e  r e l i a b i l i t y  o f  t h e  
o v e r a l l  TCI and i t s  s u b - s c a l e s .  C o e f f i c i e n t  a lp h a  rem ained  unchanged f o r  
t h e  o v e r a l l ,  6 5 - i t e m  TCI s c a l e  a t  .9 9 .  The a lp h a  c o e f f i c i e n t  was lowered 
from .97 t o  .95 f o r  t h e  s u b - s c a l e ,  human i n t e r a c t i o n .  C o e f f i c i e n t  a lpha  
r emained t h e  same, a t  .95 f o r  t h e  s u b - s c a l e ,  p r o c e s s e s .
F a c t o r  A n a l y s i s
Examining t h e  d i m e n s i o n a l i t y  o f  t h e  6 4 - i t e m  s c a l e  was t h e  nex t  t a s k  
in  s t a g e  one o f  s c a l e  r e f i n e m e n t .  Th is  was accom pli shed  by f a c t o r  
a n a l y z i n g  t h e  d i f f e r e n c e  s c o r e s ,  f i r s t ,  t o  d e t e r m i n e  i f  t h e  d e s ig n  
f a c t o r s  can be c o n f i rm e d ,  and s e c o n d l y ,  t o  e x p l o r e  o t h e r  p o s s i b l e  f a c t o r  
p a t t e r n s .
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Table 13
Coeffic ient Alpha fo r  64-Item TCI and I ts  Sub-Scales
S c a le C o e f f i c i e n t a l p h a 3 bv i t e r a t i o n
1 s t 2nd 3rd 4 th 5 th
O v e r a l l  TCI .99 .99 .99 .99 .99
M o t iv a t io n .92 .92
D i r e c t i o n .89 .89 .89 .88
Human I n t e r a c t i o n .96 .97 .95
Org. S t r u c t u r e .87 .87 .84
P r o c e s s e s .95 .95
Outcomes .94 .93 .93 .93
N o t e . C o e f f i c i e n t  a lp h a  i s  shown under  t h e  f i f t h  i t e r a t i o n  column on ly  
f o r  t h e  s u b - s c a l e s  t h a t  were reduced  as  a r e s u l t  o f  t h e  i t e m - t o - i t e m  
a n a l y s i s .
"Cronbach 's  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
C o n f i rm a to r y  F a c t o r  A n a l y s i s
F a c t o r  a n a l y s i s  was computed f o r  each o f  t h e  s i x  o r i g i n a l  d e s ig n  
f a c t o r s  ( s u b - s c a l e s )  s e p a r a t e l y .  Th is  a n a l y s i s  was conduc ted  by 
c o n s t r a i n i n g  t h e  p r i n c i p l e  a x i s  f a c t o r i n g  p r o c e d u r e  (Harman, 1967) t o  one 
f a c t o r .  The r e s u l t s  o f  t h e  c o n f i r m a t o r y  f a c t o r  a n a l y s i s  a r e  p r e s e n t e d  
f o r  each s u b - s c a l e  in Tab le  14. The r e s e a r c h e r  had d e c i d e d ,  a p r i o r i ,  
t h a t  each  i tem had t o  load  a t  .40 o r  g r e a t e r  on i t s  c o r r e s p o n d i n g  s u b ­
s c a l e  t o  c o n f i rm  a f a c t o r .  F a c t o r  l o a d i n g s  ranged  from .60 t o  .86 .  All  
o f  t h e  s i x  d e s ig n  f a c t o r s  were c on f i rm ed  by t h i s  p r o c e d u r e .
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Table 14




1. We a r e  commit ted t o  ou r  m i s s i o n .  .72
8.  We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y
o f  p r o d u c t s / s e r v i c e s  we p r o v i d e .  .60
16. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r .  .69
31.  We f e e l  a s e n se  o f  l o y a l t y  t o  our  team. .74
39.  We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y .  .66
53.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .  .77
60. We have a c l e a r  s e n s e  o f  p u r p o s e .  .72
68.  We de ve lop  our  own team v a l u e s .  .78
75.  We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  our  team g o a l s .  .74
84.  We have high  e x p e c t a t i o n s  f o r  ou r  team. .74
D ire c tio n
2. We s h a r e  a common v i s i o n .  .78
10. We s h a r e  a common m is s io n  o r  p u r p o s e .  .79
18. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  en v i ro n m en t ,
such as  o t h e r  t eam s ,  d e p t s .  .72
25. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .  .73
62. We have an improvement  p l a n  t o  gu id e  u s .  .69
86.  We a c c e p t  t h e  g o a l s  o f  our  team. .76
Human In te ra c tio n
3.  We t r u s t  each o t h e r .  .80
7. A l l  team members p a r t i c i p a t e  in  p r o b l e m - s o l v i n g .  .66
11. We l i s t e n  t o  each  o t h e r .  .76
15. A l l  team members p a r t i c i p a t e  in d i s c u s s i o n s .  .62
19. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s .  .70
23.  We communicate our  i d e a s  o p e n ly .  .69
34.  We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members. .72
38.  We r e s p e c t  each o t h e r ' s  i d e a s .  .82
42.  We l e a r n  from r e s o l v i n g  c o n f l i c t s  e f f e c t i v e l y .  .68
49. We s u p p o r t  each o t h e r .  .79
64.  We have no "h idden  a g e n d a s . "  .69
74. We work t o g e t h e r  w e l l .  .80
87.  We have h o n e s t  r e l a t i o n s h i p s  w i th  each o t h e r .  .79
91. We p r a c t i c e  sound communicat ion p r i n c i p l e s .  .78
94.  We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )
as  a p o s i t i v e  team a s s e t .  .75





O r a a n i z a t i o n a l  S t r u c t u r e
35. We u n d e r s t a n d  our  r o l e s . .79
43. Our t a s k  a s s ig n m e n t s  a r e  c l e a r . .79
65. Our r o l e s  a r e  w e l l  d e f i n e d . .84
P r o c e s s e s
5. We make c onsensus  d e c i s i o n s  on im p o r t a n t  m a t t e r s . .66
9. We s e t  ground r u l e s  f o r  working  t o g e t h e r . .68
17. We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g . .69
21. We use  communicat ion  p r o c e s s e s  t h a t  b e s t  s e r v e
our  team. .69
33. We a r e  c o n s c i o u s l y  aware o f  our  p r o b l e m - s o l v i n g
p r o c e s s e s . .66
36. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k . .67
40. We a c c e p t  t h e  e x p e c t a t i o n s  o f  our  team. .69
44.  We communicate  our  f e e l i n g s  o p e n ly . .70
48.  We seek ou t  a l l  i n f o r m a t io n  r e l e v a n t  t o  i s s u e s . .68
51. We g i v e  c o n s t r u c t i v e  f ee dba c k  t o  each  o t h e r . .69
54. We a r e  c o n s c i o u s l y  aware o f  how our  team f u n c t i o n s . .65
57.  Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s . .69
69.  We a c c e p t  v a l u e s  t h a t  a r e  im p o r t a n t  t o  t h e  team. .77
72.  A l l  team members p a r t i c i p a t e  in m e e t in g s . .64
81 .  We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y . .69
85 .  We use a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g . .71
89.  We i n f l u e n c e  each o t h e r  in  a p o s i t i v e  way. .76
92. We a r e  c o n s c i o u s l y  aware o f  ou r  d e c i s i o n  making
p r o c e s s . .75
95. We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iven
i s s u e . .75
99.  We a g r e e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r
s p e c i f i c  t a s k s . .76
Outcomes
6. We a c com pl i sh  more a s  a team th a n  as  i n d i v i d u a l s . .66
22. We succeed  as  a team. .78
52. We a r e  s a t i s f i e d  w i th  ou r  j o b s . .65
63. We a r e  a c o h e s i v e  ( u n i t e d )  team. .84
67. We a r e  c o m f o r t a b l e  in  a team en v i ro n m en t . .74
78.  We r e c o g n i z e  each o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .72
82 .  Our team h e lp s  us d e ve lop  i n d i v i d u a l l y . .78
90. Our work env ironm en t  i s  e n j o y a b l e . .78
96.  We a r e  a d a p t a b l e . .64
98. We have team s p i r i t . .86
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E x p l o r a t o r y  F a c t o r  A n a l y s i s
An e x p l o r a t o r y  f a c t o r  a n a l y s i s  was computed u s in g  t h e  p r i n c i p l e  a x i s  
f a c t o r i n g  p r o c e d u r e  (Harman, 1967) w i th  no c o n s t r a i n t s  on t h e  number o f  
f a c t o r s  t o  be e x t r a c t e d .  The n ine  f a c t o r  s o l u t i o n  was r o t a t e d  
o r t h o g o n a l l y  f i r s t  and t h e n  n o n - o r t h o g o n a l l y .  Both r o t a t i o n  p ro c e d u r e s  
e x t r a c t e d  n in e  f a c t o r s  w i th  no c l e a r ,  c o n c i s e ,  'common s e n s e '  f a c t o r  
p a t t e r n .  The f a c t o r  l o a d i n g s  (> .35)  f o r  t h e  o r th o g o n a l  r o t a t i o n  method 
a r e  p r e s e n t e d  in Tab le  15.
When r o t a t e d  o r t h o g o n a l l y ,  many o f  t h e  i tems had h igh l o a d i n g s  ( . 3 5  
o r  h i g h e r )  on more th a n  one f a c t o r .  Almost  o n e - h a l f  o f  t h e  i tems (29 of  
65) loaded  t h e  h i g h e s t  on t h e  f i r s t  f a c t o r .  Th is  f a c t o r  l o a d in g  in c lu d e d  
12 i tems  from t h e  human i n t e r a c t i o n  s c a l e ,  seven from t h e  p r o c e s s e s  
s c a l e ,  e i g h t  f rom t h e  outcomes s c a l e ,  and two from t h e  m o t i v a t i o n  s c a l e .  
The second f a c t o r  grouped  i tems  from t h e  o r g a n i z a t i o n a l  s t r u c t u r e  s c a l e  
( t h r e e  i t e m s ) ,  t h e  m o t i v a t i o n  s c a l e  ( two i t e m s ) ,  t h e  human i n t e r a c t i o n  
s c a l e  (one i t e m ) ,  and t h e  d i r e c t i o n  s c a l e  (one i t e m ) .  The t h i r d  f a c t o r  
grouped  i tems  from t h e  p r o c e s s e s  s c a l e  ( f o u r  i t e m s ) ,  t h e  human 
i n t e r a c t i o n  s c a l e  (two i t e m s ) ,  t h e  d i r e c t i o n  and t h e  m o t i v a t i o n  s c a l e s  
(one i tem e a c h ) .  F a c t o r  f o u r  grouped  i tems  from t h e  p r o c e s s e s  s c a l e  
( f i v e  i t e m s ) ,  t h e  m o t i v a t i o n  s c a l e  (one i t e m ) ,  and t h e  d i r e c t i o n  s c a l e  
(one i t e m ) .  F a c t o r  f i v e  i n c lu d e d  i tems  from t h e  m o t i v a t i o n ,  p r o c e s s e s  
and outcomes s c a l e s ,  each  r e p r e s e n t e d  w i th  two i t e m s .  F a c t o r  s i x  
in c lu d e d  t h r e e  i tems  from t h e  d i r e c t i o n  s c a l e ,  two i tems from t h e  
m o t i v a t i o n  s c a l e ,  and one i tem from t h e  p r o c e s s e s  s c a l e .  F a c t o r  seven 
grouped two i tems  t o g e t h e r ,  one from t h e  human i n t e r a c t i o n  s c a l e ,  and one 
from t h e  p r o c e s s e s  s c a l e .  F a c t o r s  e i g h t  and n in e  were no t  su p p o r t e d  by 
a group o f  i tems  w i th  h igh  l o a d i n g s .
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Table 15
Exploratory Factor Analysis: Item Factor Loadings fo r  64-Item TCI
F a c t o r s
Item























































F a c t o r s  
F3 F4 F5 F6 F7 F8 F9
#48 .44
#68 .43






















The r e s u l t s  of t h e  n o n - o r t h o g o n a l  r o t a t i o n  p r o c e d u r e  loaded  (> .35)
most  o f t h e  i tems on a t l e a s t  seven o f  t h e n i n e  f a c t o r s .  T w en ty - th ree
i tems  loaded  on a l l  n in e  f a c t o r s ,  24 i t ems  loaded  on e i g h t  f a c t o r s ,  16
i tems  loaded  on seven f a c t o r s ,  and one i tem loaded  on s i x  f a c t o r s .  Th is  
a n a l y s i s  a l s o  produced  f a c t o r  c o r r e l a t i o n s  r a n g i n g  from - .5 1  t o  .44 .  
These r e s u l t s  a r e  i n c o n c l u s i v e .  T h e r e f o r e ,  a d d i t i o n a l  s t u d y  i s  needed 
t o  t e s t  t h e  TCI f a c t o r  s t r u c t u r e  and a s e r t a i n  s t a t i s t i c a l  s u p p o r t  f o r  t h e  
t h e o r e t i c a l  f a c t o r s  i d e n t i f i e d  in  t h e  l i t e r a t u r e .
The e x p l o r a t o r y  f a c t o r  a n a l y s i s  p r o c e d u r e  f a i l e d  t o  s u p p o r t  t h e  
t h e o r e t i c a l  d i m e n s i o n a l i t y  o f  t h e  TCI based  on t h e  o r i g i n a l  d e s ig n  
f a c t o r s .  The p r o c e d u r e  d i d  no t  p r o v id e  a c l e a r ,  'common s e n s e , '  and 
p r a c t i c a l  p a t t e r n  f o r  r e - s t r u c t u r i n g  t h e  s c a l e s .  However, t h e  f a c t o r  
a n a l y s i s  d i d  imply t h a t  t h e  r e s e a r c h e r  s h o u ld  c o n s i d e r  r e - s t r u c t u r i n g  t h e  
s c a l e s  t o  accom pli sh  t h e  o b j e c t i v e s  o f  p ro d u c in g  a c o n c i s e ,  p r a c t i c a l  and 
o p e r a t i o n a l  t o o l  f o r  a s s e s s i n g  work team c u l t u r e .  Much c o n s i d e r a t i o n  was 
g iven  t o  t h e  i n t e n d e d  use  o f  t h e  TCI as  a t o o l  t o  h e lp  work teams f ocus  
on team c u l t u r e  i s s u e s .  Hence,  based  on common s e n s e ,  p r a c t i c a l i t y ,  t h e  
in te n d e d  pu rpose  o f  t h e  TCI, t h e  i n t e n d e d  meaning o f  i t e m s ,  t h e  r ev iew  
o f  l i t e r a t u r e ,  and some o f  t h e  f a c t o r s  s u g g e s t e d  by t h e  e x p l o r a t o r y  
f a c t o r  a n a l y s i s ,  t h e  r e s e a r c h e r  r e - s t r u c t u r e d  t h e  s u b - s c a l e s  o f  t h e  TCI 
t o  a ccom pl i sh  i t s  p u r p o se .
The new 1 0 - s c a l e  s t r u c t u r e  r e f l e c t e d  t h e  p o t e n t i a l  a b i l i t y  t o  p r o v id e  
a more c o n c i s e  a n a l y s i s  o f  p e r c e i v e d  work team c u l t u r e  and s p e c i f i c  
i s s u e s  on which t o  f o c u s  team improvement  e f f o r t s .  The new s c a l e  
s t r u c t u r e  was e a s i e r  t o  i n t e r p r e t  and s e l f - s c o r e .  The new s c a l e s  were 
a s  f o l l o w s :  c o m m u n i c a t i o n ,  w o r k i n g  r e l a t i o n s h i p s ,
a c c o u n t a b i l i t y / r e s p o n s i b i l i t y ,  r o l e s / l e a d e r s h i p ,  c o n s e n s u s ,  team e n e rg y ,  
p u r p o s e ,  i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  a t t a c h m e n t / r e w a r d ,  
p l a n n i n g / s t r u c t u r e .  The r e s e a r c h e r  r e - a s s i g n e d  t h e  r em a in in g  64 i tems 
t o  t h e  new, 10 s c a l e  d e s i g n .  A l so ,  two new i tems  a d d r e s s i n g  a t e a m s '  use 
o f  t im e  were added t o  t h e  TCI. These i tems  were added as  t h e  r e s u l t  of  
an o b s e r v a t i o n  and s u g g e s t i o n  t h a t  one o f  t h e  t r a i n e r s  made t o  t h e  
r e s e a r c h e r .  The r e v i s e d  TCI used f o r  t h e  second s t a g e  o f  d a t a  c o l l e c t i o n  
and s c a l e  r e f i n e m e n t  c o n s i s t e d  o f  66 i tems  d i s t r i b u t e d  ov e r  10 s c a l e s .
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C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were computed on t h e  10 
s u b - s c a l e s  b e f o r e  t h e  second  s t a g e  o f  d a t a  c o l l e c t i o n  t o  d e t e r m i n e  t h e  
i n t e r n a l  c o n s i s t e n c y  o f  t h e  new s c a l e s  ( s e e  Tab le  16) .  Th i s  a n a l y s i s  
a l s o  p r o v id e d  an e s t i m a t e  o f  s u b - s c a l e  r e l i a b i l i t i e s .  C o e f f i c i e n t  a lpha  
f o r  t h e  10 s u b - s c a l e s  r anged  from .83 t o  .91 .
Tab le  16
C o e f f i c i e n t  Alpha f o r  6 4 - I t e m  TCI and R e - S t r u c t u r e d  S u b -S c a le s
S c a l e C o e f f i c i e n t  a l p h a 3
Communication .87
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A c c o u n t a b i 1 i t y / R e s p o n s i b i 1i t y .88




I n t e r p e r s o n a l  R e l a t i o n s h i p s .91
At tachm ent/Reward .85
P l a n n i n g / S t r u c t u r e .83
3C ro n b a c h ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
User  V a l i d a t i o n  Feedback 
At l e a s t  25% o f  t h e  r e s p o n d e n t s  f rom each work team were a sked ,  on 
a v o l u n t a r y  b a s i s ,  t o  c om p le te  a s h o r t  "TCI Feedback Form" ( s e e  Appendix 
H) a f t e r  f i n i s h i n g  t h e  TCI. The f ee dba c k  form asked r e s p o n d e n t s  s i x  
q u e s t i o n s  and gave them an o p p o r t u n i t y  t o  p r o v i d e  comments abou t  t h e  TCI: 
(1)  How much t im e  d i d  i t  r e q u i r e  t o  com ple te  t h e  TCI?; (2 )  Were t h e  
d i r e c t i o n s  c l e a r ? ;  (3 )  Did t h e  r a t i n g  s c a l e  g i v e  you any p rob lem s? ;
I l l
(4)  Do you t h i n k  t h e  TCI can measure your  t e a m ' s  s t r e n g t h s  and 
w e a kne sse s? ;  (5 )  Did t h e  TCI ask  q u e s t i o n s  t h a t  r e p r e s e n t  an e f f e c t i v e  
work team?;  (6 )  Did t h e  TCI g i v e  you a cha nce  t o  e x p r e s s  t h e  d i f f e r e n c e  
between t h e  a c t u a l  and d e s i r e d  c u l t u r e  f o r  your  work team?;  and (7)  
A d d i t i o n a l  comments.
F i f t y - s i x  o r  27 .6  p e r c e n t  o f  a l l  t h e  TCI u s e r s  in round one o f  d a t a  
c o l l e c t i o n  r esponded  v o l u n t a r i l y  t o  t h e  f eedback  form ( s e e  Appendix I ) .  
A summary o f  r e s u l t s  f rom t h e  f e e d b a c k  a r e  shown in Tab le  17.
Tab le  17
User  V a l i d a t i o n  Feedback Summary: S t a g e  I I
n = 56
Minutes______________ # /  %
1. How much t im e  d i d  i t  r e q u i r e  t o  < 1 0  3 / 5
comple te  t h e  TCI? 10 - 15 19 /  34
15 - 20 20 / 36
20 - 25 5 / 9
25 - 30 4 / 7
> :30 3 / 5
No Answer 2 / 4
n = 56
YES NO
# /  % # / %
2. Were t h e  d i r e c t i o n s  c l e a r ? 52 /  93 4 /  7
3. Did t h e  r a t i n g  s c a l e  g i v e  you any prob lems? 13 /  23 43 /  77
4. Do you t h i n k  t h e  TCI can measure you r  teams 
s t r e n g t h s  and weaknesses? 50 /  91 5 / 9
5. Did t h e  TCI ask  q u e s t i o n s  t h a t  r e p r e s e n t  
an e f f e c t i v e  work team? 53 /  95 3 / 5
6. Did t h e  TCI g i v e  you a chance  t o  e x p r e s s
t h e  d i f f e r e n c e  between t h e  a c t u a l  and
d e s i r e d  c u l t u r e  f o r  you r  work team? _____ 55 /  98_______ 1 /  2
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S e v e n t y - f i v e  p e r c e n t  (75%) o f  t h e  r e s p o n d e n t s  i n d i c a t e d  t h a t  t h e  t im e  
r e q u i r e d  t o  comple te  t h e  TCI was l e s s  t h a n  20 m in u t e s .  Most r e s p o n d e n t s  
responded  f a v o r a b l y  on q u e s t i o n s  two t h ro u g h  s i x .  A h i g h e r  p e r c e n t a g e  
o f  r e s p o n d e n t s  i n d i c a t e d :  t h e  d i r e c t i o n s  were c l e a r  (93%), t h e y  had no 
problems  w i th  t h e  r a t i n g  s c a l e  (77%), t h e  TCI can measure  t h e i r  t ea m s '  
s t r e n g t h s  and weaknesses  (91%), t h e  TCI q u e s t i o n s  r e p r e s e n t  an e f f e c t i v e  
work team (95%), and t h e  TCI gave them a chance  t o  e x p r e s s  t h e  d i f f e r e n c e  
between t h e  a c t u a l  and d e s i r e d  c u l t u r e  (98%).
R esponden ts  who chose  t o  comment on t h e  TCI ( q u e s t i o n  s e v e n ) ,  
e x p r e s s e d  c oncern  f o r  t h e  red undancy  o f  q u e s t i o n s ,  t h e  q u e s t i o n a b l e  
u s e f u l n e s s  o f  t h e  " d e s i r e d "  s c a l e ,  and t h e  need f o r  a c h o ic e  on t h e  
r a t i n g  t h a t  would e n a b le  r e s p o n d e n t s  t o  i n d i c a t e  t h a t  t h e y  " d o n ' t  know" 
o r  " d o n ' t  c a r e . "  O ther  comments i n c l u d e d :  hav ing  a s h o r t e r  v e r s i o n  o f  
t h e  TCI, e x p r e s s e d  d i f f i c u l t y  f o r  a new work team t o  comple te  t h e  TCI, 
q u e s t i o n s  were t o o  a b s t r a c t ,  and t h a t  t h e  TCI was " g e n e r i c "  and not  
d e s ig n e d  s p e c i f i c a l l y  f o r  t h e i r  team. Some r e s p o n d e n t s  a l s o  e x p r e s s e d  
p o s i t i v e  remarks  abou t  t h e  TCI, such a s :  " r e s u l t s  w i l l  be b e n e f i c i a l  on ly  
i f  team members a r e  h o n e s t , "  "one o f  t h e  b e s t  r a t i n g  s c a l e  t y p e  s u rvey  
e v e r  comple ted  and e a sy  t o  u n d e r s t a n d , "  and "our  teams need improvement . "  
Comments were t a k e n  i n t o  c o n s i d e r a t i o n  and r e v i s i o n s  were made i f  t h e y  
were in  a c c o r d a n c e  w i th  t h e  o v e r a l l  pu rpose  and o b j e c t i v e s  o f  t h e  TCI and 
t h i s  r e s e a r c h  ende avo r .
S tage  I I I :  Data C o l l e c t i o n  and S c a l e  R e f inem en t ,  Round Two
Data f o r  t h e  r e f i n e m e n t  o f  t h e  6 6 - i tem TCI ( s e e  Appendix J  and 
Appendix K) were g a t h e r e d  from a sample o f  201 a d u l t  employees from 20 
d i f f e r e n t  work teams o f  13 o r g a n i z a t i o n s  in t h e  F a l l  o f  1993. Work teams 
v a r i e d  in s i z e ,  f rom 6 t o  25 members. Work team members were d e f i n e d  as
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pe op le  who work w i th  o t h e r  p e op le  on a d a y - t o - d a y  b a s i s  and depend on 
each o t h e r  t o  g e t  t h i n g s  done a t  work.  Responden ts  were from a v a r i e t y  
o f  work teams in  b u s i n e s s  and i n d u s t r y .  The TCI was a d m i n i s t e r e d  w i t h i n  
each o r g a n i z a t i o n ,  and d a t a  c o l l e c t e d  from t h e  o r g a n i z a t i o n  by t h e  
r e s e a r c h e r .  The TCI was a d m i n i s t e r e d  by t h e  r e s e a r c h e r  o r  by t h e  work 
team l e a d e r .  S t e p - b y - s t e p  i n s t r u c t i o n s  were used f o r  a d m i n i s t e r i n g  t h e  
TCI ( s e e  Appendix L) .
Raw d a t a  were c o l l e c t e d  on p e r c e i v e d  a c t u a l  work team c u l t u r e  ( t h e  
way t h i n g s  a r e ) ,  and p e r c e i v e d  d e s i r e d  work team c u l t u r e  ( t h e  way I want 
i t  t o  b e ) .  The d a t a  used t o  c a l c u l a t e  a l l  s t a t i s t i c a l  p r o c e d u r e s  were 
t h e  d i f f e r e n c e  s c o r e s  (D = d e s i r e d ,  A = a c t u a l ,  0 = o p p o r t u n i t y  f o r  
improvement,  D - A = 0 ) .
The p r e v i o u s l y  d i s c u s s e d ,  f o u r  s t e p  i t e r a t i v e  p r o c e s s  ( s e e  Tab le  3, 
page 63) was used f o r  r e f i n i n g  t h e  i n s t r u m e n t  a f t e r  d a t a  were c o l l e c t e d  
in s t a g e  two.  Data  a n a l y s i s  p r o c e d u r e s  began w i th  t h e  com pu ta t ion  o f  
c o e f f i c i e n t  a lp h a  f o l l o w e d  by i t e m - t o - t o t a l  c o r r e l a t i o n s ,  i t e m - t o - i t e m  
c o r r e l a t i o n s  and f i n a l l y ,  f a c t o r  a n a l y s i s .
C o e f f i c i e n t  Alpha:  F i r s t  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were computed on t h e  66- 
i tem TCI and t h e  10 s u b - s c a l e s  t o  d e t e r m i n e  t h e  i n t e r n a l  c o n s i s t e n c y  ( s e e  
Tab le  18 ) .  Th is  a n a l y s i s  a l s o  p r o v id e d  an e s t i m a t e  o f  s c a l e  
r e l i a b i l i t i e s .  C o e f f i c i e n t  a lp h a  f o r  t h e  10 s u b - s c a l e s  r anged  from .83 
t o  .90 .  The c o e f f i c i e n t  a lp h a  f o r  t h e  r e v i s e d ,  6 6 - i t e m  TCI was .98.
I t e m -T o - T o ta l  C o r r e l a t i o n s :  F i r s t  I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were computed f o r  each o f  t h e  10 s u b ­
s c a l e s  f o r  t h e  pu rpose  o f  e l i m i n a t i n g  i tems  t h a t  f a i l e d  t o  c o n t r i b u t e  t o  
t h e  i n t e r n a l  c o n s i s t e n c y  of  t h e  s c a l e .  The c o r r e c t e d  i t e m - t o - t o t a l
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c o r r e l a t i o n s  f o r  each i tem a r e  shown in Tab le  19. I tems w i th  an i t e m - t o -  
t o t a l  c o r r e l a t i o n  o f  l e s s  th a n  .55 were d e l e t e d .  The r e s e a r c h e r  had 
d e c i d e d ,  a p r i o r i ,  t h a t  i t e m - t o - t o t a l  c o r r e l a t i o n s  o f  .40 o r  l e s s  would 
be d e l e t e d .  Using .40 would no t  a l l o w  t h e  d e l e t i o n  o f  any i tems  from t h e  
T ab le  18
F i r s t  I t e r a t i o n  C o e f f i c i e n t  Alpha f o r  O v e r a l l  6 6 - I t e m  TCI and I t s  Sub-
S c a l e s
S c a l e C o e f f i c i e n t  a l p h a ”
O v e r a l l  TCI .98
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At tachm ent/Reward .84
P l a n n i n g / S t r u c t u r e .88
"Cronbach 's  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
r e v i s e d  v e r s i o n  o f  t h e  TCI. R a i s in g  t h e  a c c e p t a b l e  i t e m - t o - t o t a l  
c o r r e l a t i o n  would a l l o w  d e l e t i o n  o f  more i t e m s .  A f t e r  c a r e f u l  
c o n s i d e r a t i o n  o f  t h e  pu rpose  o f  t h i s  r e s e a r c h  and t h e  c r i t e r i a  f o r  t h e  
TCI, t h i s  r e s e a r c h e r  d e c id e d  t o  r a i s e  t h e  a c c e p t a b l e  i t e m - t o - t o t a l  
c o r r e l a t i o n  from .40 t o  .55 o r  h i g h e r  f o r  t h i s  s t a g e  o f  t h e  s c a l e  
r e f i n e m e n t  p r o c e s s .  R a i s in g  t h e  a c c e p t a b l e  i t e m - t o - t o t a l  c o r r e l a t i o n
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would a l l o w  s t a t i s t i c a l  j u s t i f i c a t i o n  f o r  e l i m i n a t i n g  more i t e m s ,  so as  
t o  a c com pl i sh  t h e  o b j e c t i v e  o f  p r o d u c in g  a c o n c i s e ,  o p e r a t i o n a l ,  and 
p r a c t i c a l  i n s t r u m e n t  f o r  a s s e s s i n g  p e r c e p t i o n s  o f  work team c u l t u r e .  The 
f o l l o w i n g  t e n  i tems  had i t e m - t o - t o t a l  c o r r e l a t i o n s  below .5 5 ,  a l l  were 
d e l e t e d  a s  a r e s u l t  o f  t h e  i t e m - t o - t o t a l  c o r r e l a t i o n  a n a l y s i s :
• i tem 1 (communica t ion  s u b - s c a l e ) ;
• i t em 42 (work ing  r e l a t i o n s h i p s  s u b - s c a l e ) ;
• i tems  3 and 13 ( a c c o u n t a b i l i t y / r e s p o n s i b i l i t y  s u b - s c a l e ) ;
• i t ems  24 and 34 ( r o l e s / l e a d e r s h i p  s u b - s c a l e ) ;
• i tems 5 and 15 ( c o n s e n s u s  s u b - s c a l e ) ;
• i tem 6 ( team e ne rgy  s u b - s c a l e ) ;  and
• i tem 28 ( i n t e r p e r s o n a l  r e l a t i o n s h i p s  s u b - s c a l e ) .
I t e m - t o - t o t a l  c o r r e l a t i o n s  were above .55 on t h r e e  s u b - s c a l e s :  team 
p u r p o s e ,  a t t a c h m e n t / r e w a r d ,  and p l a n n i n g / s t r u c t u r e .  No d e l e t i o n s  were 
n e c e s s a r y  from t h e s e  s u b - s c a l e s .
T ab le  19
F i r s t  I t e r a t i o n  I t e m -T o - T o ta l  C o r r e l a t i o n s  f o r  6 6 - I t e m  TCI I tems bv Sub-
S c a l e s
I tem r
Communication
1. A l l  team members p a r t i c i p a t e  in p r o b l e m - s o l v i n g . .55a
11. We l i s t e n  t o  each o t h e r . .67
21.  A l l  team members p a r t i c i p a t e  in  d i s c u s s i o n s .
31. We use  communicat ion p r a c t i c e s  t h a t  b e s t  s e r v e  our
.67
team. .75
41. We communicate  our  i d e a s  o p e n ly . .67
51.  We communicate  our  f e e l i n g s  o p e n ly . .66
59. We p r a c t i c e  sound communicat ion  p r i n c i p l e s .
61.  We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iven
.77
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2. We have c o n f i d e n c e  in each o t h e r ' s  a b i l i t i e s .  .62
10. We s e t  ground r u l e s  f o r  working t o g e t h e r .  .67
12. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members. .68
22. We g i v e  c o n s t r u c t i v e  f eedback  t o  each  o t h e r .  .70
32.  We work t o g e t h e r  w e l l .  .75
42.  Our work e nv i ronm en t  i s  e n j o y a b l e .  .50*
52.  We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e r s .  .70
A cc o u n ta b ility  /  R e sp o n s ib ility
3. We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y  o f
p r o d u c t s  and s e r v i c e s  we p r o v i d e .  .48a
13. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r .  .50a
23. We a r e  c o n s c i o u s l y  aware o f  our  p r o b l e m - s o l v i n g  
p r o c e s s e s .  .62
33. We see  q u a l i t y  improvement  as  ou r  r e s p o n s i b i l i t y .  .65
43.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .  .72
53.  We a r e  c o n s c i o u s l y  aware o f  how o u r  team f u n c t i o n s .  .66
63.  We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .  .61
58.  We have high  e x p e c t a t i o n s  o f  our  team. .58
Roles /  Leadership
4.  We u n d e r s t a n d  our  r o l e s .  .57
14. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k .  .55
24.  Our t a s k  a s s i g n m e n t s  a r e  c l e a r .  .54a
34.  Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s .  ,54a
44. Our r o l e s  a r e  w e l l  d e f i n e d .  .66
54. A l l  team members p a r t i c i p a t e  in m e e t i n g s .  .56
64. We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  as  a
p o s i t i v e  team a s s e t .  .64
Consensus
5. We make cons en s u s  d e c i s i o n s  on i m p o r t a n t  m a t t e r s .  .54a
15. We a c c e p t  t h e  e x p e c t a t i o n s  o f  ou r  team. .54a
25. We seek  ou t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s .  .63
45. We de ve lop  our  own team v a l u e s .  .60
55. We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team. .74
62. We a c c e p t  t h e  g o a l s  o f  our  team. .63
65. We a g r e e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r
s p e c i f i c  t a s k s .  .74
( table continues)
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Table 19 ( continued!
I tem r
Team Enerav
6.  We a ccom pl i sh  more as  team t h a n  a s  i n d i v i d u a l s . .53a
16. We succeed  as  a team. .62
26. We a r e  a c o h e s i v e  ( u n i t e d )  team. .79
35. We have no "h idden  a g e n d a s . " .57
36.  We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  our  team g o a l . .61
46.  We have team s p i r i t . .73
Purpose
7.  We a r e  commit ted t o  our  m i s s i o n . .59
17. We s h a r e  a common v i s i o n . .65
27.  We s h a r e  a common m is s io n  o r  p u r p o se . .73
37.  We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  e n v i ro n m e n t ,
such as  o t h e r  t eam s ,  d e p a r t m e n t s ,  e t c . .56
47.  We have a c l e a r  s e n s e  o f  p u r p o s e . .69
56. We a r e  a d a p t a b l e . .58
I n t e r p e r s o n a l  R e l a t i o n s h i p s
8 .  We t r u s t  each o t h e r . .67
18. We r e s p e c t  each o t h e r ' s  i d e a s . .67
28. We l e a r n  from r e s o l v i n g  c o n f l i c t s  e f f e c t i v e l y . .53a
38. We s u p p o r t  each o t h e r . .73
48. We have h o n e s t  r e l a t i o n s h i p s  w i th  each o t h e r . .75
57.  We i n f l u e n c e  each o t h e r  in a p o s i t i v e  way. .77
At tachm en t  /  Reward
9.  We f e e l  a s e nse  o f  l o y a l t y  t o  our  team. .67
19. We a r e  s a t i s f i e d  w i th  our  j o b s . .56
29. We a r e  c o m f o r t a b l e  in  a team en v i ro n m en t . .29
39.  We r e c o g n i z e  each o t h e r  f o r  o u r  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .65
49. Our team h e lp s  us d e v e lo p  i n d i v i d u a l l y . .66
P l a n n i n a  /  S t r u c t u r e
20.  We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g . .68
30.  We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  ou r  g o a l s . .70
40.  We have an improvement  p l a n  t o  gu id e  u s . .67
50.  We use  a s c i e n t i f i c  a pproach  t o  p r o b l e m - s o l v i n g . .69
60.  We use  our  t im e  w i s e l y . .66
66.  We manage our  t im e  w e l l . .69
N o t e . I t e m - t o - t o t a l  c o r r e l a t i o n s  r  < .55 were d e l e t e d .
ar  < .55.
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C o e f f i c i e n t  Alpha:  Second I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were re -com puted  on t h e  56- 
i tem TCI and t h e  s u b - s c a l e s  t h a t  were r educ e d  by d e l e t i o n s  t o  d e te r m in e  
t h e  i n t e r n a l  c o n s i s t e n c y  ( s e e  Tab le  2 0 ) .  C o e f f i c i e n t  a lp h a  f o r  t h e  t e n  
s u b - s c a l e s  r anged  from .79 t o  .9 0 .  The c o e f f i c i e n t  a lp h a  f o r  t h e  
r e v i s e d ,  5 6 - i t e m  TCI rem ained unchanged a t  .98 .
Tab le  20
S c a l e s
S c a le C o e f f i c i e n t  a lp h a 3 by i t e r a t i o n  
1 s t  2nd
O v e r a l l  TCI .98 .98
Communication .90 .90
Working R e l a t i o n s h i p s .88 .88
A c c o u n t a b i 1 i t y / R e s p o n s i b i 1i t y .85 .85
R o l e s / L e a d e r s h i p .83 .79
Consensus .86 .85
Team Energy .85 .85
Purpose .85
I n t e r p e r s o n a l  R e l a t i o n s h i p s .88 .88
At tachm ent/Reward .84
P l a n n i n g / S t r u c t u r e .88
N o t e . C o e f f i c i e n t  a lp h a  i s  shown under  t h e  2nd i t e r a t i o n  column on ly  f o r  
t h e  s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  o f  t h e  i t e m - t o - t o t a l  
a n a l y s i s .
3C r o n b a c h ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
I t e m -T o - T o ta l  C o r r e l a t i o n s :  Second I t e r a t i o n  
I t e m - t o - t o t a l  c o r r e l a t i o n s  were r e - c om pu te d  f o r  each o f  t h e  i tems  in 
t h e  r e v i s e d  s u b - s c a l e s .  The c o r r e c t e d  i t e m - t o - t o t a l  c o r r e l a t i o n s  f o r  
each i tem a r e  shown in Tab le  21. D e l e t i o n s  were no t  n e c e s s a r y  a t  t h i s  
i t e r a t i o n  be c ause  a l l  i t e m - t o - t o t a l  c o r r e l a t i o n s  were g r e a t e r  t h a n  .55 .  
Tab le  21
Second I t e r a t i o n  I t e m - t o - T o t a l  C o r r e l a t i o n s  f o r  56 - I t e m  TCI I tems bv Sub-
S c a l e s
I tem I
Communication
11. We l i s t e n  t o  each o t h e r . .66
21.  A l l  team members p a r t i c i p a t e  in d i s c u s s i o n s . .63
31.  We use  communicat ion p r a c t i c e s  t h a t  b e s t  s e r v e  our
team. .74
41. We communicate our  i d e a s  o p e n ly . .67
51. We communicate ou r  f e e l i n g s  o p e n ly . .68
59. We p r a c t i c e  sound communicat ion p r i n c i p l e s . .75
61. We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iven
i s s u e . .72
Workino R e l a t i o n s h i p s
2. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s . .60
10. We s e t  ground r u l e s  f o r  working t o g e t h e r . .67
12. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members. .69
22. We g i v e  c o n s t r u c t i v e  f eedback  t o  each o t h e r . .71
32.  We work t o g e t h e r  w e l l . .72
52. We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e rs . .71
A c c o u n t a b i l i t y /  R e s p o n s i b i l i t y
23. We a r e  c o n s c i o u s l y  aware o f  our  p r o b l e m - s o l v i n g
p r o c e s s e s . .61
33. We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y . .60
43. We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g . .72
53. We a r e  c o n s c i o u s l y  aware o f  how our  team f u n c t i o n s . .69
63. We e v a l u a t e  ou r  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y . .61





R o l e s / L e a d e r s h i o
4. We u n d e r s t a n d  ou r  r o l e s . .56
14. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k . .57
44. Our r o l e s  a r e  w e l l  d e f i n e d . .57
54.  All  team members p a r t i c i p a t e  in  m e e t i n g s . .56
64.  We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  as  a
p o s i t i v e  team a s s e t . .63
Consensus
25.  We seek o u t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s . .61
45.  We d e ve lop  our  own team v a l u e s . .57
55.  We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team. .74
62.  We a c c e p t  t h e  g o a l s  o f  our  team. .68
65.  We a g r e e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r
s p e c i f i c  t a s k s . .72
Team Enerav
16. We succeed  as  a team. .60
26.  We a r e  a c o h e s i v e  ( u n i t e d )  team. .77
35.  We have no "h idden  a g e n d a s . " .59
36.  We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  ou r  team g o a l s . .62
46. We have team s p i r i t . .72
I n t e r p e r s o n a l  R e l a t i o n s h i p s
8.  We t r u s t  each  o t h e r . .67
18. We r e s p e c t  each o t h e r ' s  i d e a s . .66
38.  We s u p p o r t  each o t h e r . .74
48.  We have h o n e s t  r e l a t i o n s h i p s  w i th  each  o t h e r . .76
57. We i n f l u e n c e  each o t h e r  in a p o s i t i v e  way. .76
I t e m - t o - I t e m  C o r r e l a t i o n s  
The t h i r d  s t e p  in t h e  i t e r a t i v e  p r o c e s s  was t o  check i t e m - t o - i t e m  
c o r r e l a t i o n s  t o  e l i m i n a t e  r edundancy  w i t h i n  t h e  s c a l e s .  Although t h e  
i n t e n t  i s  t o  de ve lop  s c a l e s  w i th  i tems t h a t  be long  t o  t h e  same c o n s t r u c t ,  
i t  i s  no t  n e c e s s a r y  t o  have more t h a n  one i tem a d d r e s s i n g  t h e  same 
s p e c i f i c  c o n c e p t .  I n v e s t i g a t i n g  i t e m - t o - i t e m  c o r r e l a t i o n s  gave t h e
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r e s e a r c h e r  some i n d i c a t i o n  o f  red undancy  w i t h i n  t h e  s c a l e s .  I tems wi th  
i t e m - t o - i t e m  c o r r e l a t i o n s  g r e a t e r  t h a n  .70 were compared t o  d e te r m in e  i f  
t h e  i tems  were a d d r e s s i n g  t h e  same c o n c e p t .  I tems were e l i m i n a t e d  based  
on a h igh ( r  > .70)  i t e m - t o - i t e m  c o r r e l a t i o n s  and t h e  r e l a t i v e  i t e m - t o -  
t o t a l  c o r r e l a t i o n s .
I t e m - t o - i t e m  c o r r e l a t i o n s  f o r  t h e  10 s u b - s c a l e s  a r e  p r e s e n t e d  in 
Tab le  22. Two i tems were d e l e t e d  a s  a r e s u l t  o f  t h i s  a n a l y s i s :  i tem 61 
(communica t ion s u b - s c a l e ) ,  and i tem 60 ( p l a n n i n g / s t r u c t u r e  s u b - s c a l e ) .  
Tab le  22
I t e m - t o - i t e m  C o r r e l a t i o n s  f o r  5 6 - I t e m  TCI I tems bv S u b -S c a le s
Coimnunication
Item
#11 #21 #31 #41 #51 #59 #61
Item
#11 1 .0
#21 .49 1 .0
#31 .58 .58 1 .0
#41 .52 .49 .54 1 .0
#51 .51 .47 .54 .59 1 .0
#59 .55 .53 .70 .55 .62 1.0
#61 .51 .57 .56 .55 .52 . 72a 1.0
Workina R e l a t i o n s h :ips
I tem
#2 #10 #12 #22 #32 #52
Item
#2 1 .0
#10 .52 1 .0
#12 .46 .51 1.0
#22 .48 .52 .57 1 .0
#32 .51 .54 .61 .64 1.0




#23 #33 #43 #53
Item
#23 1 .0
#33 .52 1 .0
#43 .52 .58 1.0
#53 .54 .39 .58 1 .0
#63 .42 .45 .51 .56
#58 .39 .37 .54 .53
R o l e s /L e a d e r s h i D
#4 #14 #44 #54
Item
#4 1 .0
#14 .43 1 .0
#44 .57 .34 1.0
#54 .33 .46 .35 1.0
#64 .39 .48 .46 .55
Consensus




#55 .56 .46 1 .0
#62 .49 .49 .64 1.0
#65 .54 .51 .67 .56
Team Enerav
#16 #26 #35 #36
Item
#16 1.0
#26 .60 1 .0
#35 .41 .57 1.0
#36 .43 .55 .45 1.0
















Table  22 ( c o n t i n u e d )
Purpose
I tem




#27 .54 .66 1.0
#37 .39 .40 .47 1 .0
#47 .47 .49 .55 .51 1.0
#56 .35 .40 .51 .42 .58 1 .0
At tachm ent /Reward
Item




#29 .53 .49 1 .0
#39 .56 .37 .62 1 .0
#49 .51 .48 .58 .55 1 .0
P l a n n i n q / S t r u c t u r e
I tem




#40 .64 .64 1.0
#50 .63 .57 .53 1 .0
#60 .42 .47 .44 .49 1 .0
#66 .43 .50 .46 .51 .81a 1 .0
V > .70 .
C o e f f i c i e n t  Alpha :  T h i rd  I t e r a t i o n  
C o e f f i c i e n t  a lp h a  (Cronbach,  1951) v a l u e s  were re -com puted  on t h e  
r e d u c e d ,  5 4 - i tem TCI and t h e  s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  o f  
t h e  i t e m - t o - i t e m  a n a l y s i s  ( s e e  Tab le  2 3 ) .  C o e f f i c i e n t  a lp h a  remained
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unchanged f o r  t h e  o v e r a l l ,  5 4 - i t e m  TCI s c a l e  a t  .98 .  The a lpha  
c o e f f i c i e n t  was lowered from .90 t o  .88 f o r  t h e  s u b - s c a l e ,  communicat ion 
and from .88  t o  .86 f o r  t h e  s u b - s c a l e ,  p l a n n i n g / s t r u c t u r e .
Tab le  23
C o e f f i c i e n t  Alpha f o r  O v e r a l l  5 4 - I t e m  TCI and I t s  S u b -S c a le s
S c a l e
O v e r a l l  TCI
Communication
Working R e l a t i o n s h i p s
Accountab i 1 i t y / R e s p o n s i b i 1i t y




I n t e r p e r s o n a l  R e l a t i o n s h i p s
At tachm ent/Reward
P l a n n i n g / S t r u c t u r e
C o e f f i c i e n t  alpha" bv i t e r a t i o n  

























N o t e . C o e f f i c i e n t  a lp h a  i s  shown unde r  t h e  3rd i t e r a t i o n  column on ly  f o r  
t h e  s u b - s c a l e s  t h a t  were r educ e d  as  a r e s u l t  o f  t h e  i t e m - t o - i t e m  
a n a l y s i s .
"Cronbach 's  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
F a c t o r  A n a l y s i s
Examining t h e  d i m e n s i o n a l i t y  o f  t h e  5 4 - i t e m  s c a l e  was t h e  n e x t  t a s k  
in  s t a g e  two o f  t h e  s c a l e  r e f i n e m e n t  p r o c e s s .  Th is  was accom pl i shed  by 
f a c t o r  a n a l y z i n g  t h e  d i f f e r e n c e  s c o r e s :  f i r s t ,  t o  c o n f i r m  t h e  d e s ig n  
f a c t o r s ,  and th e n  t o  e x p l o r e  o t h e r  p o s s i b l e  f a c t o r s .
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Confirmatory Factor Analysis
F a c to r  a n a l y s i s  were computed f o r  each  o f  t h e  t e n  s u b - s c a l e s  
s e p a r a t e l y .  The p r i n c i p l e  a x i s  f a c t o r i n g  p r o c e d u r e  (Harman 1967) was 
used  t o  comple te  t h i s  a n a l y s i s .  The r e s u l t s  o f  t h i s  a n a l y s i s  a r e  
p r e s e n t e d  f o r  each s u b - s c a l e  in Tab le  24.  The r e s e a r c h e r  had d e c id e d ,  
a p r i o r i ,  t h a t  an i tem f a c t o r  l o a d i n g  o f  .40 o r  g r e a t e r  would c o n f i rm  
t h a t  f a c t o r .  All  t e n  d e s i g n  f a c t o r s  were c on f i rm ed  by t h i s  p r o c e d u r e .  
Table  24
C o n f i rm a to ry  F a c t o r  A n a l y s i s :  I tem F a c t o r  Load ings  f o r  5 4 - I t e m  TCI by 
S u b -S c a le s
I tem__________________________________________________________ F a c t o r  Loading
Communication
11. We l i s t e n  t o  each o t h e r .  .71
21. All  team members p a r t i c i p a t e  in  d i s c u s s i o n s .  .68
31. We use communicat ion p r a c t i c e s  t h a t  b e s t  s e r v e  our
team. .80
41. We communicate our  i d ea s  o p e n ly .  .71
51. We communicate our  f e e l i n g s  o p e n ly .  .73
59. We p r a c t i c e  sound communicat ion p r i n c i p l e s .  .80
Working R elationships
2. We have c o n f i d e n c e  in each o t h e r ' s  a b i l i t i e s .  .65
10. We s e t  ground r u l e s  f o r  working  t o g e t h e r .  .71
12. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members. .74
22. We g i v e  c o n s t r u c t i v e  f ee dba c k  t o  each o t h e r .  .77
32. We work t o g e t h e r  w e l l .  .77
52. We t r e a t  each o t h e r  a s  i n t e r n a l  c u s to m e r s .  .77
A c c o u n ta b ility / R esp o n s ib ility
23. We a r e  c o n s c i o u s l y  aware o f  our  p r o b l e m - s o l v i n g  
p r o c e s s e s .  .69
33. We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y .  .66
43.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .  .78
53. We a r e  c o n s c i o u s l y  aware o f  how ou r  team f u n c t i o n s .  .74
63. We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .  .68




Item__________________________________________________________ F a c t o r  Loading
Roles/Leadership
4. We u n d e r s t a n d  ou r  r o l e s .  .64
14. We s h a r e  l e a d e r s h i p  r o l e s  depend in g  on t h e  t a s k .  .64
44. Our r o l e s  a r e  w e l l  d e f i n e d .  .65
54. A l l  team members p a r t i c i p a t e  in  m e e t i n g s .  .64
64.  We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  a s  a
p o s i t i v e  team a s s e t .  .72
Consensus
25. We seek ou t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s .  .66
45.  We d e v e lo p  our  own team v a l u e s .  .61
55. We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team. .83
62.  We a c c e p t  t h e  g o a l s  o f  ou r  team. .75
65. We a g re e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r
s p e c i f i c  t a s k s .  .80
Team Energy
16. We succeed  as  a team. .66
26. We a r e  a c o h e s i v e  ( u n i t e d )  team. .86
35. We have no "h idden  a g e n d a s . "  .64
36. We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  ou r  team g o a l s .  .68
46.  We have team s p i r i t .  .80
Purpose
7. We a r e  commit ted t o  ou r  m i s s i o n .  .65
17. We s h a r e  a common v i s i o n .  .71
27. We s h a r e  a common m is s io n  o r  p u r p o s e .  .81
37. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  en v i ro n m en t ,
such as  o t h e r  t eam s ,  d e p a r t m e n t s ,  e t c .  .62
47. We have a c l e a r  s e n se  o f  p u r p o s e .  .75
56. We a r e  a d a p t a b l e .  .64
In te rpersona l R ela tionsh ips
8.  We t r u s t  each o t h e r .  .73
18. We r e s p e c t  each o t h e r ' s  i d e a s .  .72
38. We s u p p o r t  each o t h e r .  .78
48. We have h o n e s t  r e l a t i o n s h i p s  w i th  each o t h e r .  .82




I tem F a c t o r  Loading
At tachm en t  /  Reward
9. We f e e l  a s e n se  o f  l o y a l t y  t o  our  team. .73
19. We a r e  s a t i s f i e d  w i th  our  j o b s . .61
29. We a r e  c o m f o r t a b l e  in a team en v i ro n m en t . .77
39. We r e c o g n i z e  each  o t h e r  f o r  our  i n d i v i d u a l
c o n t r i b u t i o n s  t o  our  team. .74
49. Our team h e l p s  us d e v e lo p  i n d i v i d u a l l y . .73
P l a n n i n a  f  S t r u c t u r e
20. We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g . .78
30. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s . .78
40. We have an improvement  p l a n  t o  g u id e  u s . .77
50.  We use a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g . .76
66.  We manage our  t im e  w e l l . .61
E x p l o r a t o r y  F a c t o r  A n a l y s i s
The p r i n c i p l e  a x i s  f a c t o r i n g  p r o c e d u r e  (Harman, 1967) was used w i th  
no c o n s t r a i n t s  on t h e  number o f  f a c t o r s  t o  be e x t r a c t e d .  Th is  p r o c e d u r e  
e x t r a c t e d  a seven f a c t o r  s o l u t i o n  which was r o t a t e d  o r t h o g o n a l l y  and non- 
o r t h o g o n a l l y .  F a c t o r  l o a d i n g s  (> .35)  f o r  t h e  o r t h o g o n a l  r o t a t i o n  method 
a r e  shown in Tab le  25.
When r o t a t e d  o r t h o g o n a l l y ,  34 i t ems  loaded  on two o r  more f a c t o r s  
( l o a d i n g  > . 3 5 ) .  F a c t o r  one grouped 19 i tems  t o g e t h e r  f rom s i x  d i f f e r e n t  
s u b - s c a l e s :  i n t e r p e r s o n a l  r e l a t i o n s h i p s  ( f i v e  i t e m s ) ,  work ing
r e l a t i o n s h i p s  ( f o u r  i t e m s ) ,  communica t ion ( t h r e e  i t e m s ) ,  team e ne rgy  
( t h r e e  i t e m s ) ,  a t t a c h m e n t / r e w a r d  ( two i t e m s ) ,  and r o l e s / l e a d e r s h i p  s u b ­
s c a l e  ( two i t e m s ) .  F a c t o r  two grouped 14 i tems  t o g e t h e r  f rom s i x  s u b ­
s c a l e s :  cons en s u s  ( f o u r  i t e m s ) ,  a c c o u n t a b i l i t y / r e s p o n s i b i l i t y  ( t h r e e  
i t e m s ) ,  p l a n n i n g / s t r u c t u r e  ( t h r e e  i t e m s ) ,  pu rpose  ( two i t e m s ) ,
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Tab le  25
E x p l o r a t o r y  F a c t o r  A n a l y s i s :  I tem F a c t o r  Load ings  f o r  54 - I t e m  TCI
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#41 .36 .39 .43
a t t a c h m e n t / r e w a r d  (one i t e m ) ,  and communicat ion s u b - s c a l e  (one i t e m ) . f i v e  
s u b - s c a l e s  grouped  t o g e t h e r  t o  form f a c t o r  t h r e e .  Two i tems came from 
t h e  communicat ion s u b - s c a l e ,  two i tems  from t h e  r o l e / l e a d e r s h i p  s u b ­
s c a l e ,  and one i tem each from t h e  a t t a c h m e n t / r e w a r d ,  p l a n n i n g / s t r u c t u r e ,  
and a c c o u n t a b i l i t y / r e s p o n s i b i l i t y  s u b - s c a l e s .  F a c t o r  f o u r  i n c l u d e d  s i x  
i tems  from f o u r  s c a l e s ;  t h r e e  i tems  from t h e  pu rpose  s u b - s c a l e ,  and 
one i t em  each from t h e  a t t a c h m e n t / r e w a r d ,  team e n e rg y ,  and t h e  
a c c o u n t a b i l i t y  / r e s p o n s i b i l i t y  s u b - s c a l e s .  Five  i tems grouped t o g e t h e r  
t o  form f a c t o r  f i v e .  Each i tem come from a d i f f e r e n t  s u b - s c a l e ,  
i n c l u d i n g ;  c o n s e n s u s ,  p l a n n i n g / s t r u c t u r e ,  p u r p o se ,  team e n e rg y ,  and 
r o l e s / l e a d e r s h i p .  F a c t o r  s i x  grouped two i tems  t o g e t h e r ,  one from t h e  
communicat ion s u b - s c a l e  and one from t h e  r o l e s / l e a d e r s h i p  s u b - s c a l e .
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F i n a l l y ,  one i tem loaded on f a c t o r  seven from t h e  communicat ion s u b ­
s c a l e .
Most o f  t h e  i tems  loaded  g r e a t e r  t h a n  .35 on s e v e r a l  f a c t o r s  when t h e  
seven f a c t o r  s o l u t i o n  was r o t a t e d  n o n - o r t h o g o n a l l y .  Ten i tems loaded  
( > .35)  on a l l  seven f a c t o r s ,  32 i tems  loaded  ( > .35)  on s i x  f a c t o r s ,  
10 i t ems  loaded  ( > .35)  on f i v e  f a c t o r s ,  and two i t ems  loaded  on f o u r  
f a c t o r s .  F a c t o r  c o r r e l a t i o n s  r anged  from - . 5 4  t o  .56 .  A d d i t i o n a l  
i n v e s t i g a t i o n  i n t o  t h e  f a c t o r  s t r u c t u r e  o f  t h e  TCI w i l l  be n e c e s s a r y  t o  
p r o v id e  s t a t i s t i c a l  s u p p o r t  f o r  i t s  t h e o r e t i c a l  d e s ig n  f a c t o r s .
The e x p l o r a t o r y  f a c t o r  a n a l y s i s  p r o c e d u r e  f a i l e d  t o  s u p p o r t  t h e  t e n  
f a c t o r  d e s i g n .  Th i s  a n a l y s i s  o f f e r s  a s t a t i s t i c a l  r a t i o n a l e  f o r  r e d u c i n g  
t h e  number o f  s u b - s c a l e s  as  w e l l  a s  t h e  number o f  i t e m s .  Reducing t h e  
s c a l e  s t r u c t u r e  and i tem pool  may compromise t h e  t h o ro u g h n e s s  o f  t h e  TCI 
and t h e  p o t e n t i a l  u s e f u l n e s s  r e g a r d i n g  t h e  o p p o r t u n i t y  t o  a d d r e s s  
c o n c e p t s  and i s s u e s  c o n c e r n in g  work team c u l t u r e .  Based on e x p e r i e n c e  
w i th  f a c i l i t a t i n g  team b u i l d i n g  e x p e r i e n c e s ,  t h i s  r e s e a r c h e r  f e e l s  t h a t  
t h e  i n t e n d e d  pu rpose  and o p e r a t i o n a l  v a lu e  o f  t h e  TCI may a l s o  be 
q u e s t i o n a b l e  i f  s p e c i f i c  c o n c e p t s  a r e  no t  a d d r e s s e d  w i th  t h e  TCI. 
C o e f f i c i e n t  Alpha :  E x p l o r a t o r y  F a c t o r s
C o e f f i c i e n t  a lp h a  (Cronbach ,  1951) v a l u e s  were computed on t h e  
f a c t o r s  e x t r a c t e d  by t h e  e x p l o r a t o r y  f a c t o r  a n a l y s i s  ( s e e  Tab le  26 ) .  
Alpha c o e f f i c i e n t s  r anged  from .87 t o  .96 .
User  V a l i d a t i o n  Feedback 
E ig h ty - o n e  o r  39 .9  p e r c e n t  o f  a l l  TCI u s e r s  in t h e  second round o f  
d a t a  c o l l e c t i o n  responded  t o  t h e  f eedback  form ( s e e  Appendix H) on a 
v o l u n t a r y  b a s i s  ( s e e  Appendix M). A summary o f  r e s u l t s  f rom t h e  f eedback  
on t h e  second round o f  d a t a  c o l l e c t i o n  a r e  shown in Tab le  27.
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T ab le  26
C o e f f i c i e n t  Alpha f o r  F a c t o r s  E x t r a c t e d  bv E x p l o r a t o r y  F a c t o r  A n a l y s i s
F a c t o r C o e f f i c i e n t  a l p h a 3
F a c t o r  One 
F a c t o r  Two 
F a c t o r  Three 
F a c t o r  Four  
F a c t o r  Six 






( a l p h a  no t  a v a i l a b l e ;  one i tem)
"Cronbach ' s  a lp h a  c o e f f i c i e n t  o f  i n t e r n a l  c o n s i s t e n c y .
N in e ty -o n e  p e r c e n t  (91%) o f  t h e  r e s p o n d e n t s  i n d i c a t e d  t h a t  t h e  TCI 
r e q u i r e d  l e s s  t h a n  f i f t e e n  m inu te s  t o  com p le te .  Most r e s p o n d e n t s  
r esponded  f a v o r a b l y  on q u e s t i o n s  two th r o u g h  s i x .  A h i g h e r  p e r c e n t a g e  
o f  r e s p o n d e n t s  i n d i c a t e d :  t h e  d i r e c t i o n s  were c l e a r  (98%), t h e y  had no 
problems  w i th  t h e  r a t i n g  s c a l e  (86%), t h e  TCI can measure  t h e i r  
t e a m s ' s t r e n g t h s  and weaknesses  (97%), t h e  TCI a s k s  q u e s t i o n s  t h a t  
r e p r e s e n t  an e f f e c t i v e  work team (100%), and t h e  TCI gave them a chance  
t o  e x p r e s s  t h e  d i f f e r e n c e  between t h e  a c t u a l  and d e s i r e d  c u l t u r e  (98%).
Responden ts  who chose  t o  comment on t h e  TCI (number s e v e n ) :  e x p r e s s e d  
concern  f o r  t h e  l e n g t h  o f  t h e  TCI,  redundancy  o f  q u e s t i o n s ,  and t h e  
q u e s t i o n a b l e  u s e f u l n e s s  o f  t h e  " d e s i r e d "  s c a l e .  However, o t h e r  comments 
r e g a r d i n g  t h e  " d e s i r e d "  s c a l e  i n c l u d e d :  "on t h e  d e s i r e d  s c a l e ,  you want 
e v e r y t h i n g  t o  be a s e v e n , "  "most a l l  i tems  a r e  h i g h l y  d e s i r a b l e  team 
t r a i t s , "  " i t  would be g r e a t  t o  have t h e  " d e s i r e d '  a l l  t h e  t im e ,  i t  would 
change our  a t t i t u d e , "  and " i f  you d o n ' t  d e s i r e  e v e r y t h i n g  t o  be a " 7 , "
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Table 27
User  V a l i d a t i o n  Feedback Summary: S t a g e  I I I
n = 81
Minutes # /  %
1. How much t im e  d i d  i t  r e q u i r e  t o < 10 26 /  32
comple te  t h e  TCI? 10 - 15 47 /  59
15 - 20 6 /  7
20 - 25 
25 - 30 
> 30
1 /  1
No Answer 1 /  1
n = 81
YES NO
# /  % # /  %
2. Were t h e  d i r e c t i o n s  c l e a r ? 79 /  98 2 / 2
3. Did t h e  r a t i n g  s c a l e  g i v e  you any p rob lems?  11 /  14 69 /  86
4. Do you t h i n k  t h e  TCI can measure your teams
s t r e n g t h s  and w eaknesses? 77 /  97 2 / 3
5. Did t h e  TCI ask  q u e s t i o n s  t h a t  r e p r e s e n t
an e f f e c t i v e  work team? 79 /  100
6. Did t h e  TCI g i v e  you a chance  t o  e x p r e s s  
t h e  d i f f e r e n c e  between  t h e  a c t u a l  and
d e s i r e d  c u l t u r e  f o r  y o u r  work team? 75 /  93 6 /  7
a r e n ' t  you working a g a i n s t  t h e  team?" Comments l i k e :  "a good i n d i c a t o r  
o f  where we s t a n d  and where we a r e  h e a d e d , "  " i f  we work a t  r e s o l v i n g  t h e  
i s s u e s  on t h i s  t e s t ,  we would be a g r e a t  t ea m ,"  "we need t o  work on t r u s t  
and r e s p e c t , "  "gave us someth ing  t o  t h i n k  a b o u t , "  and " t h i s  team i s  e a s y  
t o  work w i t h , "  i n d i c a t e s  t h a t  t h e  TCI made pe op le  t h i n k .  The TCI seemed 
t o  h e lp  some r e s p o n d e n t s  t h i n k  abou t  how t h e y  f u n c t i o n  on t h e  team and 
changes  t h e y  would l i k e  t o  s ee  in t h e  f u t u r e .  O the r  comments were
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com pl im en ta ry :  "good TCI,"  "v e ry  good work t o o l  f o r  team improvement . "  
Comments were t a k e n  i n t o  c o n s i d e r a t i o n  and r e v i s i o n s  were made i f  t h e y  
were in a c c o r d a n c e  w i th  t h e  o v e r a l l  p u rpose  and o b j e c t i v e s  o f  t h e  TCI and 
t h i s  r e s e a r c h  en d e av o r .
V a l i d a t i o n  Panel  R e s u l t s :  A f t e r  S c a l e  Ref inement
The 5 4 - i tem TCI ( s e e  Appendix A and Appendix 0) was d e s ig n e d  and a
pane l  o f  e x p e r t s  was asked  t o  a s s e s s  t h e  v a l i d i t y  ( s e e  Appendix P) a f t e r
t h e  s c a l e  r e f i n e m e n t  p r o c e s s .  I t  was n e c e s s a r y  t o  r e - a s s e s s  t h e  v a l i d i t y
o f  t h e  TCI b e c au s e  t h e  v a l i d a t i o n  pane l  had a s s e s s e d  t h e  o r i g i n a l  7 9 - i t e m  
TCI. The c u r r e n t  TCI i s  t h e  s i g n i f i c a n t l y  d i f f e r e n t  t h a n  t h e  o r i g i n a l  
TCI. Using t h e  v a l i d a t i o n  f e e d b a c k  form ( s e e  Appendix Q), r e s p o n d e n t s  
were asked t o :  a s s e s s  f a c e  v a l i d i t y ,  a s s e s s  c o n t e n t  v a l i d i t y ,  a s s e s s  
c l a r i t y  o f  d i r e c t i o n s  and i t e m s ,  and g i v e  g e n e r a l  comments f o r  
improvement .
Data were c o l l e c t e d  from 15 o f  t h e  18 member v a l i d a t i o n  p a n e l .  
Responses  were compiled ( s e e  Appendix R),  and summarized.  A summary o f  
r e s p o n s e s  f o r  each  q u e s t i o n  on t h e  v a l i d a t i o n  f ee dba c k  i s  p r o v id e d  below.  
R e v i s io n s  were based  on t h e  r e s e a r c h e r ' s  d e t e r m i n a t i o n  as  t o  whe the r  
s u g g e s t i o n s  and comments c o n t r i b u t e d  t o  t h e  e f f e c t i v e n e s s  and pu rpose  o f  
t h e  TCI.
The v a l i d a t i o n  pane l  was a s k e d ,  in  q u e s t i o n  one: "Does t h e  TCI a p p e a r  
t o  measure what i t  i s  i n t e n d e d  t o  measure?"  A s h o r t  d e s c r i p t i o n  o f  t h e  
pu rpose  o f  t h e  TCI f o l l o w e d .  The pane l  was asked  t o  r e s p o n d ,  "yes"  o r  
"n o , "  and t o  w r i t e  comments r e g a r d i n g  t h i s  s p e c i f i c  a r e a .  Fo u r te e n  (14)  
r esponded  " y e s , "  and one d i d  no t  r e s p o n d  t o  t h i s  q u e s t i o n .  Comments on 
f a c e  v a l i d i t y  i n c l u d e d :  conc e rn  f o r  t h e  l e n g t h  o f  t h e  TCI, awkwardness 
o f  t h e  r a t i n g  s c a l e ,  and a comment r e g a r d i n g  what t h e  TCI seems t o  r e a l l y
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m easure ,  " t h e  TCI w i l l  measure p r i m a r i l y  t h e  e x t e n t  o f  t h e  gap and 
i n d i c a t e  t h e  r e l a t i v e n e s s  f rom c h a r a c t e r i s t i c  t o  c h a r a c t e r i s t i c . "  
Changes made w i th  r e g a r d  t o  t h e  above comments were a r e d u c e d - i t e m  TCI 
a s  a r e s u l t  o f  t h e  s c a l e  r e f i n e m e n t  p r o c e s s .
Pane l  members were t h e n  a sked  t o  r e s p o n d  t o  q u e s t i o n  number two:  "Do 
t h e  i tems  c a p t u r e  t h e  key e le m e n t s  o f  t h e  TCI c o n s t r u c t s ? "  A s h o r t  
d e s c r i p t i o n  o f  t h e  t e n  p o t e n t i a l l y  o v e r l a p p i n g  c o n s t r u c t s  f o l l o w e d  t h e  
q u e s t i o n .  Eleven (11)  answered  " y e s , "  and f o u r  d i d  no t  r e s p o n d .  A pane l  
member s u g g e s t e d  g ro u p in g  t h e  i tems  t h a t  be long  t o  each  s u b - s c a l e  f o r  
e a s e  and s i m p l i c i t y .  Another  pane l  member s u g g e s t e d  t o  more c l o s e l y  
i d e n t i f y  t h e  r e l a t i o n s h i p  o f  m i s s io n  t o  team f u n c t i o n  and t o  i n c l u d e  an 
i tem on c l a r i t y  o f  m i s s io n  and a n o t h e r  on commitment and s h a r i n g  o f  
m i s s i o n .  No changes  were made o r  a c t i o n s  t a k e n  w i th  r e g a r d  t o  t h e s e  
comments.
Q ues t ion  number t h r e e  f o c u s e d  on c l a r i t y  o f  d i r e c t i o n s  and i t e m s .  
Pane l  members were a s k ed :  "Are t h e  d i r e c t i o n s  and i tems  c l e a r ,  c o n c i s e  
and e a sy  t o  u n d e r s t a n d ? "  Th i s  q u e s t i o n  was d i v i d e d  i n t o  two p a r t s ;  (a)  
d i r e c t i o n s ,  and (b)  i t e m s .  For  p a r t  ( a ) ,  d i r e c t i o n s ,  13 members answered 
" y e s , "  one answered  " n o , "  and one member d i d  no t  r e s p o n d .  One member 
commented, " y e s ,  v e ry  c l e a r  f o r  t h e  e n t i r e  i n s t r u m e n t .  For p a r t  ( b ) ,  
i t e m s ,  e l e v e n  (11)  members answered  " y e s , "  two members answered "no ,"  two 
members d i d  no t  r e s p o n d .  One member e x p r e s s e d  a concern  f o r  t h e  
u s e f u l n e s s  o f  t h e  ' d e s i r e d '  r a t i n g  s c a l e .  S e v e ra l  pane l  members w ro te  
comments n e x t  t o  t h e  i tems  on t h e  TCI. One pane l  member commented t h a t  
t h e  TCI was more c o n c i s e  and e a s i e r  t o  do th a n  b e f o r e .
Pane l  members were t h e n  asked f o r  g e n e r a l  comments, and s u g g e s t i o n s  
o r  i d e a s  f o r  improvement.  Three  pane l  members e x p r e s s e d  a concern  f o r
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t h e  l e n g t h  o f  t h e  TCI. One member s u g g e s t e d  s h a r p e r  r e p r o d u c t i o n  and 
" c l e a n i n g  up" t h e  r a t i n g  s c a l e  g r a p h i c .  Another  s u g g e s t e d  t h a t  t h e  
r e s e a r c h e r  c o n s i d e r  u s in g  an " obse rve d  b e h a v i o r  s c a l e . "  One pane l  member 
s u g g e s t e d  removing a q u e s t i o n  from t h e  p u r p o s e ,  r o l e s ,  o r  
p l a n n i n g / s t r u c t u r e  s u b - s c a l e ( s )  and add ing  an i tem or  two on s t r u c t u r e d  
c o o p e r a t i o n  v e r s u s  c o m p e t i t i o n  and p e r c e p t i o n  of  o u t s i d e r s .  O ther  
comments were compl im en ta ry  in n a t u r e :  " g r e a t  work ,"  "wel l  d o n e , "  " looks  
ve ry  good o v e r a l l , "  and "you have made t remendous improvements ."
The v a l i d a t i o n  pane l  made a few s u g g e s t i o n s  on t h e  l a y o u t  o f  t h e  
c o v e r  page .  O the r  s u g g e s t i o n s  were made f o r  r e - w o r d in g  s p e c i f i c  i tems  
on t h e  TCI. These s u g g e s t i o n s  w i l l  be i n c o r p o r a t e d  i f  t h e y  c o n t r i b u t e  
t o  i n c r e a s i n g  t h e  e f f e c t i v e n e s s  and pu rpose  o f  t h e  i n s t r u m e n t .
USER'S GUIDE 
I n t r o d u c t i o n
The TEAM CULTURE INDICATOR (TCI) i s  a m u l t i - d i m e n s i o n a l ,  c o n c i s e ,  
o p e r a t i o n a l ,  and p r a c t i c a l  i n s t r u m e n t ,  d e s ig n e d  t o  a s s e s s  i n d i v i d u a l  
p e r c e p t i o n s  o f  work team c u l t u r e .  P e r c e p t i o n s  a r e  a s s e s s e d  on two 
m easu res :  (1 )  t h e  way t h i n g s  a r e  o r  " a c t u a l , "  and (2)  t h e  way one wants 
i t  t o  be o r  " d e s i r e d . "  P e r c e i v e d  work team c u l t u r e  i s  o n e ' s  b e l i e f  abou t  
t h e  pu rpose  and m o t i v a t i o n  o f  t h e  team, r e l a t i o n s h i p s  between team 
members, how t h e  team o p e r a t e s  and what a r e  t h e  outcomes o f  t h e  team 
e f f o r t .  The TCI a s s e s s e s  and compares ,  a c t u a l  and d e s i r e d  p e r c e p t i o n s  
o f  work team c u l t u r e .  The TCI i s  p o t e n t i a l l y  a p p l i c a b l e  t o  v a r i e d  work 
team s e t t i n g s  in b u s i n e s s  and i n d u s t r y .
The TCI was d e ve lope d  t o  p r o v id e  a g e n e r i c  s e t  o f  s t a t e m e n t s  t h a t  a r e  
common t o  most  e f f e c t i v e  work t eam s .  These s t a t e m e n t s  a r e  used as  
c r i t e r i a  t o  a s s e s s  t h e  d i f f e r e n c e  between  team members'  p e r c e p t i o n s  o f  
a c t u a l  and d e s i r e d  work team c u l t u r e  e l e m e n t s .  The TCI can be used  t o  
h e lp  teams f o c u s  on a r e a s  o f  work team c u l t u r e  t h a t  may need improvement .  
A l so ,  t h e  TCI p r o v i d e s  a forum f o r  d i s c u s s i o n ,  c l a r i f i c a t i o n ,  p l a n n in g  
and a c t i o n s  t h a t  can be t a k e n  as  teams seek t o  de ve lop  more e f f e c t i v e  
team f u n c t i o n i n g .
A p p r o p r i a t e  Use
The TCI i s  d e s ig n e d  t o  be used by t r a i n e r s ,  team l e a d e r s ,  managers ,  
team f a c i l i t a t o r s ,  and o t h e r s  i n t e r e s t e d  in improving work team c u l t u r e .  
When used a p p r o p r i a t e l y ,  t h e  TCI can p ro v id e  v a l u a b l e  i n f o r m a t io n  f o r  
team improvement  e f f o r t s .  The i n t e n d e d  use of  t h e  TCI i s  o n ly  a s  a s e l f -  
a s s e s s m e n t  t o o l .  I t  s h o u ld  be used  f o r  f o c u s i n g  on team c u l t u r e  and team 
deve lopment  e f f o r t s .  I t  s h ou ld  no t  be used as  an e v a l u a t i o n ,  o r
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per fo rmance  a p p r a i s a l  i n s t r u m e n t  f o r  t h e  pu rpose  o f  " g ra d in g "  o r  r a n k i n g  
one work team ove r  ( o r  below) a n o t h e r  as  in a c o m p e t i t i o n .
TCI u s e r s  s hou ld  be a b l e  t o  r e a d  and comprehend a t  l e a s t  a t  a f i f t h  
g rade  l e v e l  and s h o u ld  be f a m i l i a r  w i th  t h e  c o n c e p t s  c o n t a i n e d  in t h e  
i n s t r u m e n t  i t e m s .  Users  s h o u ld  be members o f  t h e  work team o f  which th e y  
r e f e r e n c e  t h e i r  answers  t o  t h e  i t e m s .  The TCI i s  i n te n d e d  t o  be used f o r  
i n t a c t  work teams t h a t  work t o g e t h e r  on a r e g u l a r  b a s i s ,  and where 
i n d i v i d u a l  team members depend on each o t h e r  t o  g e t  t h i n g s  done a t  work.
Those a d m i n i s t e r i n g  t h e  TCI s h ou ld  be f a m i l i a r  w i th  t h e  p u r p o se ,  and 
a p p r o p r i a t e  use  o f  t h e  TCI, as  w e l l  a s  a d e q u a te  knowledge o f  s e l f -  
a s s e s s m e n t  p r a c t i c e s ,  c o n f i d e n t i a l i t y ,  b a s i c  s t a t i s t i c a l  p r i n c i p l e s ,  and 
team f a c i l i t a t i o n .  Such p e r s o n s  s h ou ld  a l s o  be f a m i l i a r  w i th  work team 
c u l t u r e  and e f f e c t i v e  team f u n c t i o n i n g .
A d m i n i s t r a t i o n
The TCI r e q u i r e s  a p p r o x i m a t e l y  15 m inu te s  t o  co m p le te .  Reviewing t h e  
p u r p o s e ,  d e f i n i t i o n s ,  d i r e c t i o n s ,  working t h e  example,  and answering  
q u e s t i o n s  abou t  t h e  TCI r e q u i r e s  a p p r o x i m a t e ly  5 t o  10 m in u t e s .  More 
t im e  may be r e q u i r e d  t o  d i s c u s s  i m p l i c a t i o n s ,  g o a l s ,  and o t h e r  comments 
b e f o r e  a d m i n i s t e r i n g  t h e  TCI. For  b e s t  r e s u l t s ,  t h e  TCI shou ld  be 
a d m i n i s t e r e d  a t  a team m e e t in g ,  team b u i l d i n g  workshop,  o r  p la n n in g  
s e s s i o n  o r  d u r i n g  some o t h e r  team deve lopm ent  a c t i v i t y  where a l l  members 
o f  t h e  team a r e  g a t h e r e d  t o g e t h e r .
A d m i n i s t r a t o r s  s h ou ld  beg in  by e x p l a i n i n g  why t h e  work team i s  
engag in g  in t h i s  a s s e s s m e n t  p r o c e s s ,  and what  t h e  team and i n d i v i d u a l s  
w i l l  g a in  from c o m p le t in g  t h e  TCI. A d m i n i s t r a t o r s  may i n v i t e  
p a r t i c i p a n t s  t o  s h a r e  what t h e y  would l i k e  t o  g a in  from t h i s  a c t i v i t y .  
A f t e r  q u e s t i o n s  a r e  answered  and eve ryone  i s  r e a s o n a b l y  c o m f o r t a b l e  w i th
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t h e  a c t i v i t y ,  ( a d m i n i s t r a t o r s  s h ou ld  t e s t  f o r  c o n s e n s u s )  p roce e d  w i th  
r e v i e w i n g  t h e  p u r p o se ,  d e f i n i t i o n s ,  d i r e c t i o n s  and t h e  example on page 
one o f  t h e  TCI. Team members s hou ld  u n d e r s t a n d  t h a t  t h e y  a r e  t o  r a t e  
t h e i r  l e v e l  o f  agreement  o r  d i s a g r e e m e n t  w i th  each  i tem t w i c e :  f i r s t ,  
" t h e  way t h i n g s  a r e , "  ( a c t u a l ) ,  s e c o n d l y ,  " t h e  way t h e y  want  i t  t o  b e , "  
( d e s i r e d ) .  A d m i n i s t r a t o r s  s h ou ld  be s u r e  t h a t  e v e r y  team member 
u n d e r s t a n d s  t h e  r a t i n g  p r o c e d u r e  and t h e  r e s p o n s e  o p t i o n s .  Al though t h e  
immediate  a v a i l a b i l i t y  o f  t h e  t e s t  a d m i n i s t r a t o r  i s  d e s i r a b l e ,  i t  i s  no t  
a b s o l u t e l y  n e c e s s a r y .  Care s hou ld  be t a k e n  t o  p r o v id e  an e nv i ronm en t ,  
f r e e  f rom d i s t r a c t i o n s  f o r  team members.
Sc o r in g
P r e s e n t l y ,  a s e l f - s c o r i n g  p r o c e d u r e  has  no t  been d e ve lope d  f o r  t h e  
TCI. I t  i s  t h e  r e s e a r c h e r ' s  i n t e n t i o n  t o  d e s i g n ,  d e v e lo p ,  and t e s t  an 
e a s y - t o - f o l l o w  p r o c e s s  f o r  s e l f - s c o r i n g  t h e  TCI. The p u rpose  o f  s c o r i n g  
t h e  TCI i s  t w o - f o l d :  (1 )  t o  e s t a b l i s h  an i n d i v i d u a l  p e r c e p t i o n  p r o f i l e  
o f  a c t u a l ,  d e s i r e d ,  and o p p o r t u n i t y  f o r  improvement  s c o r e s  f o r  o n e ' s  work 
team c u l t u r e ,  and (2 )  t o  e s t a b l i s h  a team p e r c e p t i o n  p r o f i l e  o f  a c t u a l ,  
d e s i r e d ,  and o p p o r t u n i t y  f o r  improvement  s c o r e s  f o r  work team c u l t u r e .
A f t e r  c o m p le t in g  t h e  TCI, team members w i l l  be r e s p o n s i b l e  f o r  s e l f -  
s c o r i n g  t h e i r  TCI. Team members w i l l  use two " s c o r i n g  summary s h e e t s : "  
one f o r  i n d i v i d u a l  s c o r e s ,  and one f o r  team s c o r e s .
I n t e r p r e t a t i o n
I n t e r p r e t a t i o n  o f  TCI s c o r e s  i s  i n t e n d e d  t o  a ccom pl i sh  two 
o b j e c t i v e s :  (1 )  t o  d e t e r m i n e  and fo c u s  on t h e  o p p o r t u n i t i e s  f o r  improving 
work team e f f e c t i v e n e s s ,  and (2 )  t o  h e lp  i n d i v i d u a l s  conduc t  a s e l f -  
a s s e s s m e n t ,  and t o  compare o n e ' s  i n d i v i d u a l  p e r c e p t i o n  p r o f i l e  t o  t h e
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work team p e r c e p t i o n  p r o f i l e .  These o b j e c t i v e s  can be accom pl i shed  by 
r e v i e w i n g  t h e  d a t a  g e n e r a t e d  by t h e  TCI.
O b j e c t i v e  one ,  f o c u s i n g  on o p p o r t u n i t i e s  f o r  improvement,  t h e  work 
team s h ou ld  rank  t h e  s u b - s c a l e s  by ' o p p o r t u n i t y  f o r  improvement  s c o r e s . '  
The team can p r i o r i t i z e  team improvement  e f f o r t s  based  on t h e s e  d a t a .  
The ' o p p o r t u n i t y  f o r  improvement  s c o r e '  f o r  each  i tem on t h e  s u b - s c a l e s  
s h o u ld  a l s o  be r ev iew ed  t o  f o c u s  on more s p e c i f i c  i s s u e s  t h a t  may need 
t o  be a d d r e s s e d .
The second o b j e c t i v e ,  compar ison  o f  o n e ' s  i n d i v i d u a l  p e r c e p t i o n  
p r o f i l e  w i th  t h e  work team p e r c e p t i o n  p r o f i l e ,  can be a c com pl i she d  by 
s im ply  compar ing  t h e  two p r o f i l e s .  I n d i v i d u a l  team members can d e te r m in e  
w he the r  t h e i r  p e r c e p t i o n s  a r e  c o n g ru e n t  w i t h  t h e  team p e r c e p t i o n s .  
A c t io n s  can be t a k e n  by i n d i v i d u a l s  i f  t h e y  f i n d  t h a t  t h e i r  p e r c e p t i o n s  
a r e  no t  c o n g ru e n t  w i th  t h e  team p e r c e p t i o n s .
I n s t r u m e n t  Development  
The p r o c e s s  f o r  d e v e lo p i n g  t h e  TCI was a f o u r  s t a g e  d e s i g n ,  based  on 
C h u r c h i l l ' s  (1979) s u g g e s t e d  p r o c e d u r e  f o r  d e v e lo p i n g  b e t t e r  m u l t i - i t e m  
measures  w i th  d e s i r a b l e  p s y c h o m e t r i c  p r o p e r t i e s ,  and t h e  s t e p s  employed 
by Parasu raman ,  Z i e th a m l ,  and B e r ry  (1988) in d e v e lo p i n g  SERVQUAL. The 
r e s e a r c h e r  d e c id e d  t o  use  t h i s  d e s i g n  b e c au s e  o f  s i m i l a r i t i e s  in  t h e  
e x p e c t e d  number o f  i t e m s ,  t h e  domain o f  t h e  TCI c o n s t r u c t s ,  and t h e  
i n t e n d e d  pu rpose  o f  t h e  TCI. Tab le  28 p r o v i d e s  an overv iew  o f  t h e  f o u r  
s t a g e s  and t h e  14 c o r r e s p o n d i n g  s t e p s ,  t h e  r e s e a r c h  t e c h n i q u e s ,  and t h e  
d a t a  a n a l y s i s  p r o c e d u r e s  t h a t  were used  t o  d e v e lo p  t h e  TCI. The f o u r  
s t a g e  i n c l u d e :  (1 )  i n i t i a l  deve lo pm en t ;  (2 )  d a t a  c o l l e c t i o n  and s c a l e  
r e f i n e m e n t ,  round one ;  (3 )  d a t a  c o l l e c t i o n  and s c a l e  r e f i n e m e n t ,  round 
two;  and (4 )  f i n a l  a s s e s s m e n t s .
Table 28
Four S t a a e  TCI Development  P r o c e s s  ( U s e r ' s  Guide)
140
STEP OBJECTIVE TECHNIQUE DATA ANALYSIS
STAGE I :  I n i t i a l  Development
1. C o n c e p t u a l i z e  
team c u l t u r e
Review o f  
l i t e r a t u r e
2. S p e c i f y  domain o f  
c o n s t r u c t s
Review of  
1i t e r a t u r e
3. I d e n t i f y
d im ens ions  o f  TCI
O p e r a t i o n a l i z e  
r e v i e w  o f  l i t .
4. G e ne ra te  TCI 
s c a l e  i tems
L i t e r a t u r e  
Panel  o f  e x p e r t s
'
5. A sses s  v a l i d i t y Panel  o f  e x p e r t s
6. Rev i se  as 
n e c e s s a r y
E v a l u a t e
recommendat ions
Q u a l i t a t i v e  a n a l y s i s
STAGE I I :  Data  C o l l e c t i o n  & S c a l e  R e f in e m en t ,  Round 1
7. C o l l e c t  d a t a F i e l d  t e s t
8 . R e f in e  s c a l e s 4 S tep  i t e r a t i v e  
sequence  
R e s t r u c t u r e  
s c a l e s
C ro n b a c h ' s  a lpha  
I t e m - t o - t o t a l  r  
I t e m - t o - i t e m  r  
F a c t o r  a n a l y s i s
9. Assess  v a l i d i t y User  f eedback Q u a l i t a t i v e  a n a l y s i s  
Frequency  & p e r c e n t
STAGE I I I :  Data  Co l e c t i o n  & S c a l e  R e f ine m en t ,  Round 2
10. C o l l e c t  d a t a F i e l d  t e s t
11. R e f in e  s c a l e s 4 S te p  i t e r a t i v e  
sequence  
R e s t r u c t u r e  
s c a l e s
C ro n b a c h ' s  a lp h a  
I t e m - t o - t o t a l  r  
I t e m - t o - i t e m  r  
F a c t o r  a n a l y s i s
12. A sses s  v a l i d i t y User  f ee dba c k Q u a l i t a t i v e  a n a l y s i s  
Frequency  & p e r c e n t
STAGE IV: F i n a l  Asses sm en ts
13. Assess
r e l i a b i l i t y  & 
f a c t o r  s t r u c t u r e
E v a l u a t e / R e p o r t  
d a t a  a n a l y s i s
C ro n b a c h ' s  a lpha  
F a c t o r  a n a l y s i s
14. A ssess  v a l i d i t y Panel  of  e x p e r t s Q u a l i t a t i v e  a n a l y s i s
141
Concep tua l  Framework 
The c o n c e p t u a l  f o u n d a t i o n  f o r  work team c u l t u r e  i s  d e r i v e d  from t h e  
l i t e r a t u r e  on team deve lopmen t  and team e f f e c t i v e n e s s ,  ( A r g y r i s ,  1964; 
Blake & Mouton, 1964; B lake ,  Mouton & A l l e n ,  1987; Beckhard,  1972; 
Katzenbach  & Smith ,  1993; L i k e r t ,  1961; McGregor, 1960; M ontebe l lo  & 
B u z z o t t a ,  1993; P a r k e r ,  1991; S c h o l t e s ,  1988; Shonk, 1982; T j o s v o ld ,  
1986; Weisbord,  1989; Woodcock, 1979; Woodcock & F r a n c i s ,  1981) and s e l f ­
d i r e c t e d  work teams ( C a r r ,  1991; Hughes,  1991; Holpp,  1991; J e s s u p ,  1990; 
Lawler ,  Ledford  & Morhrman, 1989; Lee,  1991a;  Well in s  e t  a l ,  1990; 
W e l l in s  & George,  1991; W e l l i n s ,  Byham, & Wilson ,  1991) ,  and from t h e  
work o f  r e s e a r c h e r s  and p r a c t i t i o n e r s  who have examined t h e  meaning o f  
o r g a n i z a t i o n  c u l t u r e  (D a v i s ,  1984; Iv a n c e v ic h  & M a t te son ,  1987; Kilmann, 
1989; M in tz b e rg ,  1983; S c h e in ,  1986; W il son ,  1989) .  Combining t h e  
t h e o r i e s  and p r a c t i c e s  o f f e r  a c o n c e p t u a l  f ramework from which came t h e  
d e s ig n  o f  t h e  TCI.
Item S e l e c t i o n  and S c a l e  Refinement  
The common e le m en t s  which a p p e a r  in t h e  l i t e r a t u r e  on team 
e f f e c t i v e n e s s  were r e p r e s e n t e d  by i n d i v i d u a l  i t e m s ,  and i n i t i a l l y  
c a t e g o r i z e d  i n t o  s i x  d im e n s io n s :  (1 )  m o t i v a t i o n ;  (2 )  d i r e c t i o n ;  (3 )  human 
i n t e r a c t i o n ;  (4)  o r g a n i z a t i o n a l  s t r u c t u r e ;  (5)  p r o c e s s e s ;  and (6)  
ou tcomes .  The s i x  d im ens ions  s e rv e d  as  t h e  b a s i c  i n d i c a t o r s  f o r  t h e  
i n i t i a l  s t r u c t u r e  o f  t h e  TCI c o n s t r u c t s .  An i n i t i a l  pool  o f  100 i tems 
were g e n e r a t e d  f o r  t h e  f i e l d  t e s t i n g  p r o c e s s .
Data  were c o l l e c t e d  and a n a l y s i s  conduc ted  t o  r ed u c e  t h e  number of  
i tems  and r e f i n e  t h e  s c a l e s  ( s e e  Tab le  2 9 ) .  The TCI was r e s t r u c t u r e d  
i n t o  t h e  c u r r e n t  1 0 - s c a l e  d e s i g n .  Th i s  s t r u c t u r e  p r o v i d e s  a more c o n c i s e  
a n a l y s i s  o f  p e r c e i v e d  work team c u l t u r e  and s p e c i f i c  i s s u e s  on which t o
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fo c u s  team improvements e f f o r t s .  The 1 0 - s c a l e  s t r u c t u r e  i s  a l s o  
p o t e n t i a l l y  e a s i e r  t o  i n t e r p r e t  and s e l f - s c o r e .  The p r e s e n t  s c a l e s  a r e :  
(1 )  communica t ion,  (2 )  working r e l a t i o n s h i p s ,  (3 )  a c c o u n t a b i l i t y /  
r e s p o n s i b i l i t y ,  (4)  r o l e s ,  (5)  c o n s e n s u s ,  (6 )  team e n e rg y ,  (7)  pu rp o se ,
(8)  i n t e r p e r s o n a l  r e l a t i o n s h i p s ,  (9 )  a t t a c h m e n t / r e w a r d ,  and (10) 
p l a n n i n g / s t r u c t u r e .
Tab le  29
Four S tep  I t e r a t i v e  Sequence Used t o  R e f in e  TCI ( U s e r ' s  Guide)
1. Compute c o e f f i c i e n t  a lp h a  ( C r o n b a c h ' s  Alpha)
2. Compute i t e m - t o - t o t a l  c o r r e l a t i o n s  on s u b - s c a l e s
D e l e t e . i t e m s  w i th  low i t e m - t o - t o t a l  c o r r e l a t i o n s  ( r  < .60 was 
used in s t a g e  one ,  and r  < .55 was used in  s t a g e  two)
3. Compute i t e m - t o - i t e m  c o r r e l a t i o n s  on s u b - s c a l e s
D e l e t e  i tems  w i th  high  ( r  > .70)  and r e l a t i v e l y  low i t e m - t o -  
t o t a l  c o r r e l a t i o n s
4. Compute c o n f i r m a t o r y  f a c t o r  a n a l y s i s  t o  con f i rm  
d i m e n s i o n a l i t y  o f  s u b - s c a l e s  ( f a c t o r  l o a d in g  of  a t  l e a s t  .40)
Compute e x p l o r a t o r y  f a c t o r  a n a l y s i s  t o  s u g g e s t  p o s s i b l e  
d imens ions
R e a ss ign  a n d / o r  reword  i tems  and r e s t r u c t u r e  d imens ions
Development  P o p u l a t i o n  
Data f o r  t h e  two s t a g e  r e f i n e m e n t  p r o c e s s  were g a t h e r e d  from a t o t a l  
sample o f  404 a d u l t  employees (n = 203 1 s t  s t a g e ,  and n = 201 2nd s t a g e )  
f rom 43 work teams in 28 o r g a n i z a t i o n s .  Work teams v a r i e d  in s i z e ,  from 
s i x  t o  25 members. Work team members were d e f i n e d  as  pe op le  who work w i th  
o t h e r  p e op le  on a d a y - t o - d a y  b a s i s  and depend on each o t h e r  t o  g e t  t h i n g s  
done a t  work. Responden ts  were from a v a r i e t y  o f  work teams in b u s i n e s s  
and i n d u s t r y  i n c l u d i n g :  12 teams from t h e  p e t r o - c h e m i c a l  i n d u s t r y ;  n in e
143
(9 )  teams from t h e  bank ing  i n d u s t r y ;  f i v e  (5 )  teams from c o n s t r u c t i o n  
c o n t r a c t o r s ;  f o u r  (4 )  work teams from t h e  h e a l t h  c a r e  i n d u s t r y ;  t h r e e  (3)  
f rom r e a l  e s t a t e  management; t h r e e  (3 )  d e n t a l  o f f i c e  work teams;  t h r e e  
(3)  q u a l i t y  a c t i o n  teams from t h e  d i s t r i b u t i o n  i n d u s t r y ;  two (2 )  work 
teams from a s t e e l  f a b r i c a t i o n  f a c i l i t y ;  one (1)  team from m un ic ipa l  
m a in te na nc e ;  and one (1)  f rom a n o n - p r o f i t  agency.
Reading  Level  E s t im a t e s
The TCI was s u b j e c t e d  t o  a c o m p u te r i z e d  r e a d i n g  l e v e l  a n a l y s i s  u s in g  
t h e  Grammatik5 program ( R e f e r e n c e  S o f tw a re  I n t e r n a t i o n a l ,  1992) .  Th is  
a n a l y s i s  produced t h r e e  s c o r e s :  (1 )  F l e sc h  Reading Ease = 92;  (2)  
Gunnings Fog Index = 6; and (3)  F l e s c h - K i n c a i d  Grade Level = 2. O ther  
i n f o r m a t io n  g e n e r a t e d  by t h i s  a n a l y s i s  was: t h e  F l e sh  Read ing  Ease s c o r e  
o f  92 r e p r e s e n t s  l e s s  t h a n  s i x  y e a r s  o f  s c h o o l i n g ,  and t h e  TCI c o n t a i n s  
g r e a t e r  th a n  a v e ra g e  number o f  s im p le  words ( R e fe r e n c e  Sof tw are  
I n t e r n a t i o n a l ,  1992) .
R e l i a b i l i t y
An i n t e r n a l  c o n s i s t e n c y  a n a l y s i s  was com ple ted  on t h e  c u r r e n t  TCI 
u s in g  a sample o f  201 a d u l t  work team members. The r e l i a b i l i t y  e s t i m a t e  
( c o e f f i c i e n t  a l p h a )  (Cronbach,  1951) v a lu e  f o r  t h e  o v e r a l l  TCI s c a l e  was 
. 98 .  C o e f f i c i e n t  a lp h a  v a l u e s  f o r  t h e  10 s u b - s c a l e s  r anged  from .79 to  
.88  ( s e e  Tab le  30 ) .
V a l i d i t y
Thus f a r ,  t h e  p r im a ry  f o c u s  f o r  e s t a b l i s h i n g  t h e  v a l i d i t y  o f  t h e  TCI 
has been concerned  w i th  c o n t e n t  v a l i d a t i o n .  The v a l i d a t i o n  p r o c e s s  f o r  
t h e  TCI c o n s i s t e d  of  d a t a  c o l l e c t e d  from an 18 member v a l i d a t i o n  pane l  
b e f o r e  and a f t e r  f i e l d  t e s t i n g ,  and a u s e r  v a l i d a t i o n  f ee dba c k  s u rvey  
conduc ted  d u r i n g  d a t a  c o l l e c t i o n .
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Table 30
R e l ia b i l i t y  Coeffic ients fo r  Overall TCI and 10 Sub-Scales
S c a le C r o n b a c h ' s  a lp h a
O v e r a l l  TCI .98
Communication .88
Working R e l a t i o n s h i p s .88
A c c o u n t a b i l i t y / R e s p o n s i b i l i t y .85




I n t e r p e r s o n a l  R e l a t i o n s h i p s .88
At tachment/Reward .84
P l a n n i n g / S t r u c t u r e .86
When a s k ed :  "Does t h e  TCI a p p e a r  t o  measure what i t  i s  i n t e n d e d  t o  
m ea s u re? " ,  14 o f  15 pa ne l  members r esponded  " y e s . "  Comments on f a c e  
v a l i d i t y  i n c l u d e d :  c onc e rn  f o r  t h e  l e n g t h  o f  t h e  TCI, and awkwardness o f  
t h e  d e s i r e d  r a t i n g  s c a l e .  When asked  t o  r e s p o n d  t o :  "Do t h e  i tems 
c a p t u r e  t h e  key e le m e n t s  o f  t h e  TCI c o n s t r u c t s ? "  e l e v e n  (11)  answered 
" y e s , "  and f o u r  d i d  n o t  r e spond  (n = 15) .  Regard ing  c l a r i t y  of  
d i r e c t i o n s  and i t e m s ,  pane l  members were a s k ed :  "Are t h e  d i r e c t i o n s  and 
i tems  c l e a r ,  c o n c i s e  and e a s y  t o  u n d e r s t a n d ? "  Th is  q u e s t i o n  was d i v i d e d  
i n t o  two p a r t s ;  ( a )  d i r e c t i o n s ,  and (b)  i t e m s .  For p a r t  ( a ) ,  d i r e c t i o n s ,  
13 members answered " y e s , "  one answered  " n o , "  and one member d i d  no t  
r e spond  (n = 15) .  For p a r t  ( b ) ,  i t e m s ,  e l e v e n  (11)  members answered 
" y e s , "  two members answered "no ,"  two members d i d  no t  r e spond  (n = 15 ) .
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E ig h ty - o n e  o r  39 .9  p e r c e n t  o f  a l l  6 6 - i t e m  TCI u s e r s  r esponded  t o  t h e  
v a l i d a t i o n  f ee dba c k  form on a v o l u n t a r y  b a s i s .  N in e ty - o n e  p e r c e n t  (91%) 
o f  t h e  r e s p o n d e n t s  i n d i c a t e d  t h a t  t h e  TCI r e q u i r e d  l e s s  t h a n  f i f t e e n  
m inu tes  t o  co m p le te .  A h i g h e r  p e r c e n t a g e  o f  r e s p o n d e n t s  i n d i c a t e d :  t h e  
d i r e c t i o n s  were c l e a r  (98%), t h e y  had no prob lems w i th  t h e  r a t i n g  s c a l e  
(86%); t h e  TCI can measure t h e i r  t e a m s '  s t r e n g t h s  and weaknesses  (97%); 
t h e  TCI a s k s  q u e s t i o n s  t h a t  r e p r e s e n t  an e f f e c t i v e  work team (100%); and 
t h e  TCI gave them a chance  t o  e x p r e s s  t h e  d i f f e r e n c e  between t h e  a c t u a l  
and d e s i r e d  c u l t u r e  (98%).
P o t e n t i a l  A p p l i c a t i o n s  
Al though t h e  TEAM CULTURE INDICATOR (TCI) i s  in t h e  deve lopm en ta l  
s t a g e s  and f u r t h e r  r e f i n e m e n t s  a r e  n e c e s s a r y  f o r  e s t a b l i s h i n g  i t  as  a 
u s e f u l  measurement  t o o l ,  i t  has p o t e n t i a l  a p p l i c a t i o n s  in b u s i n e s s  and 
i n d u s t r y .  A d a t a - b a s e  w i l l  be m a i n t a i n e d  as  t h e  TCI i s  a p p l i e d  in 
v a r i o u s  s e t t i n g s .  I t  i s  e x p e c t e d  t h a t  t h e  TCI w i l l  be used as  a t o o l  f o r  
l e a r n i n g  in  a workshop,  r e t r e a t ,  team m ee t in g  o r  s i m i l a r  a c t i v i t y .  The 
TCI has  been used on a l i m i t e d  b a s i s .  P o t e n t i a l  a p p l i c a t i o n s  o f  t h e  TCI 
i n c l u d e :  p l a n n i n g  t o o l  f o r  o r g a n i z a t i o n a l / t e a m  deve lo pm en t ,  s e l f -
a s s e s s m e n t  t o o l ,  work team c u l t u r e  a s s e s s m e n t  t o o l ,  and a d i s c u s s i o n  
t o o l .
P l a n n in g  Tool f o r  O r g a n i z a t i o n a l / T e a m  Development  
The TCI can be used  a s  a t o o l  t o  h e lp  work team members p l a n  team 
b u i l d i n g  e f f o r t s ,  q u a l i t y  improvement  e f f o r t s ,  and o t h e r  p lanned  
o r g a n i z a t i o n a l  deve lopm ent  a c t i v i t i e s  f o r  work teams in b u s i n e s s  and 
i n d u s t r y .  The TCI can h e l p  teams f o c u s  on i n t e r v e n t i o n s  t h a t  w i l l  c l o s e  
t h e  gap between a c t u a l  and d e s i r e d  work team norms.
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S e l f - A s s e s s m e n t  Tool 
The TCI can be used t o  h e lp  i n d i v i d u a l  team members a s s e s s  t h e i r  
p e r c e p t i o n s  o f  how t h e i r  work team f u n c t i o n s .  Comparisons can be made 
be tween o n e ' s  p e r c e p t i o n s  and t h e  a v e ra g e  team r e s p o n s e .  I n d i v i d u a l s  can 
a s s e s s  how t h e y  f e e l  ab o u t  t h e i r  work team c u l t u r e  and work t o  overcome 
b a r r i e r s  a n d / o r  enhance  t h e i r  i n d i v i d u a l  c o n t r i b u t i o n  t o  e f f e c t i v e  team 
f u n c t i o n i n g .  The TCI may i n c r e a s e  o n e ' s  awareness  o f  e f f e c t i v e  team 
f u n c t i o n i n g  and p r o v id e  a f o c a l  p o i n t  f o r  i n d i v i d u a l  change.
Work Team C u l t u r e  Assessment  Tool 
The TCI can be a used  as  a g e n e r a l  a s s e s s m e n t  t o o l  f o r  f o c u s i n g  on 
team c u l t u r e .  Work teams can a s s e s s  a c t u a l  and d e s i r e d  p e r c e p t i o n s  and 
d e t e r m i n e  i f  team members p e r c e i v e  a need f o r  improving team f u n c t i o n i n g .  
The TCI may be an a p p r o p r i a t e  i n t e r v e n t i o n  t o o l  t o  h e lp  a work team 
become aware o f  i s s u e s  t h a t  may be h i n d e r i n g  team s u c c e s s .
D i s c u s s i o n  Tool
The TCI can be used  t o  g e n e r a t e  d i a l o g u e  between team members and 
p r o v id e  a p r im e r  f o r  group d i s c u s s i o n s .  H o p e f u l l y ,  t h e  TCI w i l l  
encourage  c a n d id  and open d i s c u s s i o n s  on improving  work team f u n c t i o n i n g  
and encourage  work teams t o  t a k e  r e s p o n s i b i l i t y  f o r  p o s i t i v e ,  team 
b u i l d i n g  a c t i o n s .
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 
Summary
The p u rpose  o f  t h i s  s t u d y  was t o  d e v e lo p  a TEAM CULTURE INDICATOR 
(TCI) as  an a s s e s s m e n t  t o o l  t o  measure t h e  d i f f e r e n c e  between employee 
p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e  in b u s i n e s s  and 
i n d u s t r y  s e t t i n g s .  The s p e c i f i c  o b j e c t i v e s  o f  t h e  s tu d y  were:
1. Determine t h e  i n s t r u m e n t  c o n s t r u c t s ;
2 .  Develop t h e  TCI w i th  t h e  f o l l o w i n g  c h a r a c t e r i s t i c s :  m u l t i ­
d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  p r a c t i c a l ,  p o t e n t i a l l y  a p p l i c a b l e  
t o  v a r i e d  s e t t i n g s  in  b u s i n e s s  and i n d u s t r y  and has  an e s t a b l i s h e d  
de g re e  o f  r e l i a b i l i t y ;
3. Develop an i n i t i a l  " U s e r ' s  Guide" f o r  t h e  TEAM CULTURE INDICATOR. 
Based on t h e  l i t e r a t u r e  and i n f o r m a t i o n  from p r a c t i t i o n e r s  in t h e
f i e l d ,  t h e  TCI i n i t i a l l y  was c o n s t r u c t e d  u s in g  s i x  s c a l e s  and a t o t a l  of  
100 i tems w i th  a r e l i a b i l i t y  e s t i m a t e  o f  .9 9 .  Using 404 a d u l t  employees 
from 43 work teams in 23 o r g a n i z a t i o n s  d u r in g  two s t a g e s  o f  d a t a  
c o l l e c t i o n  and s c a l e  r e f i n e m e n t  p r o c e d u r e s ,  and i n f o r m a t io n  from 
p r a c t i t i o n e r s  in t h e  f i e l d ,  t h e  c u r r e n t  TCI c o n s i s t s  o f  54 i tems 
d i s t r i b u t e d  ov e r  t e n  s c a l e s .  The r e l i a b i l i t y  e s t i m a t e  f o r  t h e  c u r r e n t  
TCI i s  .98 .  R e l i a b i l i t y  e s t i m a t e s  f o r  t h e  t e n  s u b - s c a l e s  r ange  from .79 
t o  .88 .  E x p l o r a t o r y  f a c t o r  a n a l y s i s  i n d i c a t e d  t h e  t e n  s c a l e  d e s ig n  
r e f l e c t s  a l e s s  c o n c i s e  p a t t e r n  o f  g r o up ing  i tems  f o r  each  s c a l e  than  i s  
d e s i r e d  by t h i s  r e s e a r c h e r .  T h e r e f o r e ,  t h e  f i n a l  TCI p r e s e n t e d  in  t h i s  
endeavor  r e f l e c t s  a TEAM CULTURE INDICATOR (TCI) t o  be f u r t h e r  r e f i n e d  
as  o t h e r  work teams a r e  a s s e s s e d .  An i n i t i a l  " U s e r ' s  Guide" was 
deve loped  f o r  a p p l i c a t i o n  by p r a c t i t i o n e r s  in t h e  v a r i o u s  s e t t i n g s  in 
which t h e  TCI may be u sed .
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P r e l i m i n a r y  a p p l i c a t i o n s  c o nduc te d  d u r i n g  t h e  TCI deve lopment  p r o c e s s  
i n d i c a t e  t h a t  t h e  TCI can he lp  work teams a s s e s s  t h e i r  p e r c e p t i o n s  o f  
work team c u l t u r e  and i n i t i a t e  p l a n n i n g  f o r  improvement .  Work teams who 
c o o p e r a t e d  w i th  t h e  r e s e a r c h e r  in t h e  d a t a  c o l l e c t i o n  p r o c e s s ,  b e n e f i t t e d  
by u s in g  t h e  d a t a  f rom t h e  TCI t o  g e n e r a t e  d i s c u s s i o n s  and idea  s h a r i n g  
on how t o  improve team c u l t u r e .  Work teams d r a f t e d  b r a i n s t o r m i n g  l i s t s  
and p r i o r i t i z e d  a c t i o n s  f o r  p lanne d  improvement  e f f o r t s .
C o n c lu s io n s
Based on t h e  o b j e c t i v e s  o f  t h e  s tu d y  and f i n d i n g s  o f  t h i s  p r o c e s s ,  
t h e  f o l l o w i n g  c o n c l u s i o n s  have been drawn by t h i s  r e s e a r c h e r .
1. The TCI c o n s t r u c t s  have been d e te r m in e d  and can be con f i rm e d .
Th i s  c o n c l u s i o n  i s  based  on t h e  f i n d i n g s  in t h e  l i t e r a t u r e  ( A r g y r i s ,  
1964; Blake & Mouton, 1964; Blake  e t  a l . ,  1987; Beckhard,  1972; 
Katzenbach & Sm ith ,  1993a, 1993b; L i k e r t ,  1961; McGregor, 1960;
M ontebe l lo  & B u z z o t t a ,  1993; P a r k e r ,  1990; S c h o l t e s ,  1988; Shonk,  1982; 
T j o s v o l d ,  1986; Weisbord,  1989; W e l l in s  e t  a l . ,  1990; W e l l in s  & George, 
1991; W e l l in s  e t  a l . ,  1991;  Woodcock, 1979; Woodcock & F r a n c i s ,  1981) ,  
an a s s e s s m e n t  by a pane l  o f  e x p e r t s  and TCI u s e r s ,  and t h e  c o n f i r m a t o r y  
f a c t o r  a n a l y s i s .  Eleven o f  f i f t e e n  v a l i d a t i o n  pane l  members a g re e d  t h a t  
t h e  i tems  on t h e  TCI c a p t u r e  t h e  key e le m e n t s  o f  t h e  TCI c o n s t r u c t s  (4 
d i d  no t  r e s p o n d ) .  Of t h e  TCI u s e r s  who com ple ted  t h e  TCI and t h e  
v o l u n t a r y  f ee dba c k  form,  n i n e t y - f i v e  p e r c e n t  (95%) in t h e  f i r s t  round of  
d a t a  c o l l e c t i o n ,  and one hundred p e r c e n t  (100%) in t h e  second round o f  
d a t a  c o l l e c t i o n  a g re e d  t h a t  t h e  TCI asked  q u e s t i o n s  t h a t  r e p r e s e n t  an 
e f f e c t i v e  work team. A d d i t i o n a l l y ,  t h e  TCI c o n s t r u c t s  can be 
s t a t i s t i c a l l y  con f i rm ed  by a c o n f i r m a t o r y  f a c t o r  a n a l y s i s  p r o c e d u r e .
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2. A m u l t i - d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  p r a c t i c a l  i n s t r u m e n t  
t o  measure  team c u l t u r e  can be deve loped  w i th  t h e  p o t e n t i a l  f o r  a wide 
r an g e  o f  a p p l i c a t i o n  and an e s t a b l i s h e d  d e g re e  o f  r e l i a b i l i t y .
2a .  The TCI i s  a mul t i -d imens ional  t o o l  t o  measure t h e  d i f f e r e n c e  
between employee p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e .  
However, f u r t h e r  d a t a  c o l l e c t i o n  and a n a l y s i s  w i l l  be n e c e s s a r y  f o r  
p r o v i d i n g  more s t a t i s t i c a l  s u p p o r t  f o r  t h e  d e s ig n  f a c t o r s .
Th is  c o n c l u s i o n  i s  s u p p o r t e d  by t h e  l i t e r a t u r e  on e f f e c t i v e  work 
teams from which t h e  TCI was d e ve lope d  ( A r g y r i s ,  1964; Blake & Mouton, 
1964; B lake ,  e t  a l . ,  1987; Beckhard ,  1972; Katzenbach  & Smith ,  1993a, 
1993b; L i k e r t ,  1961; McGregor, 1960; M ontebe l lo  & B u z z o t t a ,  1993; P a r k e r ,  
1990; S c h o l t e s ,  1988; Shonk,  1982; T j o s v o l d ,  1986; Weisbord,  1989; 
W e l l in s  e t  a l . ,  1990; W e l l in s  & George,  1991; W e l l in s  e t  a l . ,  1991; 
Woodcock, 1979; Woodcock & F r a n c i s ,  1981) ,  and t h e  s t a t i s t i c a l  a n a l y s i s  
( f a c t o r  a n a l y s i s ) .  The TCI c o n t a i n s  more t h a n  one s u b - s c a l e  o f  s i m i l a r  
c o n c e p t s ,  combined t o  form one o v e r a l l  s c a l e  ( s e e  o p e r a t i o n a l  d e f i n i t i o n  
o f  " m u l t i - d i m e n s i o n a l "  in d e f i n i t i o n  o f  t e r m s ) .
2b. The TCI i s  a conci se  a s s e s s m e n t  t o o l  t o  measure t h e  d i f f e r e n c e  
between employee p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e .
Th is  c o n c l u s i o n  i s  s u p p o r t e d  by t h e  deve lopment  p r o c e s s  and 
s t a t i s t i c a l  p r o c e d u r e s  used  t o  r e d u c e  t h e  TCI i tem pool  f rom 100 i tems  
t o  54 i t e m s .  The v a l i d a t i o n  pane l  a g re e d  (13 o f  15) t h a t  t h e  d i r e c t i o n s  
were c l e a r ,  c o n c i s e  and e a s y  t o  u n d e r s t a n d .  They a l s o  a g re e d  (11 o f  15) 
t h a t  t h e  i tems  were c l e a r ,  c o n c i s e  and e a s y  t o  u n d e r s t a n d .  However, 
t h e r e  were s t i l l  some c o n c e r n s  abou t  t h e  e x c e s s i v e  l e n g t h  o f  t h e  TCI. 
Two v a l i d a t i o n  pane l  members e x p r e s s e d  a concern  f o r  t h e  number o f  i tems 
o f  t h e  c u r r e n t  TCI. The TCI was d e s ig n e d  t o  be b r i e f ,  t o  t h e  p o i n t  and
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w i t h o u t  e l a b o r a t i o n ,  b u t  t h o rough  ( s e e  o p e r a t i o n a l  d e f i n i t i o n  of  
" c o n c i s e "  in  d e f i n i t i o n  o f  t e r m s ) .
2c.  The TCI i s  an opera t i onal  a s s e s s m e n t  t o o l  t o  measure t h e  
d i f f e r e n c e  between  employee p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team 
c u l t u r e .
Data  f o r  t h e  TCI deve lopm ent  p r o c e s s  were g a t h e r e d  from a t o t a l  of  
404 employees from 43 work teams in  28 o r g a n i z a t i o n s .  Of t h e  TCI u s e r s  
who com ple te d  t h e  TCI and t h e  v o l u n t a r y  fe e d b a c k  fo rm,  n i n e t y - e i g h t  
p e r c e n t  (98%) in t h e  f i r s t  s t a g e  o f  d a t a  c o l l e c t i o n ,  and n i n e t y - t h r e e  
(93%) in t h e  second s t a g e  o f  d a t a  c o l l e c t i o n ,  a g re e d  t h a t  t h e  TCI gave 
them a chance  t o  e x p r e s s  t h e  d i f f e r e n c e  between t h e  a c t u a l  and d e s i r e d  
c u l t u r e .  The TCI i s  d e s ig n e d  t o  work o r  f u n c t i o n  in an a p p l i e d  s e t t i n g  
and t o  a c com pl i sh  an i n t e n d e d  outcome o r  pu rpose  ( s e e  o p e r a t i o n a l  
d e f i n i t i o n  o f  " o p e r a t i o n a l "  in d e f i n i t i o n  o f  t e r m s ) .
2d. The TCI i s  a p r a c t i c a l  a s s e s s m e n t  t o o l  t o  measure  t h e  d i f f e r e n c e  
between employee p e r c e p t i o n s  o f  a c t u a l  and d e s i r e d  work team c u l t u r e .
The d a t a  f o r  t h e  deve lopmen t  p r o c e s s  o f  t h e  TCI were g a t h e r e d  from 
a t o t a l  o f  404 employees from 43 work teams in 28 o r g a n i z a t i o n s .  Work 
teams v a r i e d  in  s i z e  f rom s i x  members t o  25 members. Work teams were 
d e f i n e d  as  a group  o f  pe o p le  who work t o g e t h e r  on a d a y - t o - d a y  b a s i s  and 
depend on each  o t h e r  t o  g e t  t h i n g s  done a t  work.  Responden ts  were from 
a v a r i e t y  o f  work teams in  b u s i n e s s  and i n d u s t r y .  The t e n  s c a l e  d e s ig n  
r e p r e s e n t s  t h e  p o t e n t i a l  a b i l i t y  t o  h e lp  work teams f o c u s  on s p e c i f i c  
i s s u e s  r e g a r d i n g  improvement  o f  work team c u l t u r e .  A l s o ,  t h e  
p r a c t i c a l i t y  o f  work teams engag ing  in team improvement  e f f o r t s  based  on 
t h e  i n f o r m a t i o n  g a t h e r e d  from t h e  TCI i s  a p r a c t i c a l  team i n t e r v e n t i o n .  
The TCI i s  d e s ig n e d  t o  be used in r e a l  work s e t t i n g s  w i th  much v a lu e
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m a n i f e s t e d  in  p r a c t i c e  o r  a c t i o n  t a k e n  t o  improve work teams ( s e e  
o p e r a t i o n a l  d e f i n i t i o n  o f  " p r a c t i c a l "  in d e f i n i t i o n  o f  t e r m s ) .
2e .  The TCI has  a wide range of  p o t e n t i a l  a p p l i c a t i on s .
The TCI was d e s ig n e d  t o  be p o t e n t i a l l y  a p p l i c a b l e  in v a r i e d  s e t t i n g s .  
Based on t h e  l i t e r a t u r e ,  t h e  TCI i tems  and c o r r e s p o n d i n g  c o n s t r u c t s  
r e p r e s e n t  a common s e t  o f  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  team s .  The 
deve lopment  p o p u l a t i o n  f o r  t h e  TCI c o n s i s t e d  o f  work teams from v a r i o u s  
s e t t i n g s  in b u s i n e s s  and i n d u s t r y .
2 f .  The TCI has  an e s t a b l i s h e d  degree  o f  r e l i a b i l i t y .
This  c o n c l u s i o n  i s  based  on t h e  s t a t i s t i c a l  a n a l y s i s  t o  d e te r m in e  t h e  
i n t e r n a l  c o n s i s t e n c y ,  c o e f f i c i e n t  a lp h a  (Cronbach ,  1951) .  The o v e r a l l  
TCI and t h e  s u b - s c a l e  r e l i a b i l i t y  e s t i m a t e s  has  been e s t a b l i s h e d .
Recommendations
Based on t h e  f i n d i n g s  and c o n c l u s i o n s  o f  t h i s  s t u d y ,  t h e  f o l l o w i n g  
recommendat ions a r e  o f f e r e d  f o r  c o n s i d e r a t i o n  r e g a r d i n g  f u r t h e r  r e s e a r c h  
and deve lopm en t ,  t r a i n i n g  and work team deve lopm ent  a p p l i c a t i o n s ,  and 
m a r k e t i n g .
F u r t h e r  R esea rch  and Development
1. The TCI i tems  and s u b - s c a l e s  s h o u ld  c o n t i n u e  t o  be r e f i n e d  based  on 
f u r t h e r  d a t a  c o l l e c t i o n .  P a r t i c u l a r  f o c u s  shou ld  be g iven  t o  
i n v e s t i g a t i n g  t h e  d i m e n s i o n a l i t y  and f a c t o r  s t r u c t u r e  o f  t h e  TCI
2. The u s e r  pool  s h ou ld  be expanded t o  i n c l u d e  o t h e r  s e t t i n g s  where work 
teams e x i s t .
3. A d a t a  base  s hou ld  be c r e a t e d  and m a i n t a i n e d  ov e r  t ime  t o  s u b s t a n t i a t e  
c u r r e n t  f i n d i n g s .
4.  Focus g roups  s hou ld  be used  t o  h e lp  g e n e r a t e  s c a l e  i tems  in t h e  
i n i t i a l  deve lopment  s t a g e  o f  t h e  TCI deve lopment  p r o c e s s .
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5. A m ean ingfu l  s c o r i n g  scheme s hou ld  be d e v e lo p e d  t o  h e lp  u s e r s  a p p ly  
a s s e s s m e n t  r e s u l t s  t o  i n d i v i d u a l  team improvement  e f f o r t s .
6 .  The TCI s h ou ld  be i n c o r p o r a t e d  i n t o  a t r a i n i n g  module f o r  improving 
work team c u l t u r e .
7. A l i s t  o f  team c u l t u r e  " o b s e r v a t i o n  c r i t e r i a "  s h o u ld  be deve lo ped  t o  
supp lem ent  t h e  team c u l t u r e  a s s e s s m e n t  p r o c e s s .
M arke t in g
8 .  A work team c u l t u r e  improvement  p l a n n i n g  t o o l  s h ou ld  be deve loped  t o  
a s s i s t  w i th  t h e  im p lem e n ta t io n  o f  team b u i l d i n g  e f f o r t s .
9 .  A m a r k e t a b l e  fo rm a t  s h o u ld  be d e ve lope d  t o  f a c i l i t a t e  use o f  t h e  TCI.
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This is NOT a  test! 
T h ere  a re  NO RIGHT OR WRONG answ ers!
PURPOSE
The TEAM CULTURE INDICATOR (TCI) will assess your perceptions of ACTUAL (The way things are") 
AND DESIRED (The way I want It to be") culture for your work team. The TCI will profile your team 
strengths and suggest areas that need Improvement.
DEFINITIONS
CULTURE - the “unwritten rules" for why, what, and how your team members treat each other, get 
things done, and work together.
WORK TEAM - the group of people that you wô < with most of the time and you depend on each 
other to get things done at work.
DIRECTIONS
Please indicate your perception of "the way things are" by circling one of the seven choices Identified on 
the scale to the left of each statement. Repeat the same procedure for indicating “the way you want it to 
be" by circling one of the seven choices identified on the scale to the right of each statement.
___________________________________________RATING SCALE________________________________________
1 5 3 3 5 5 7
Strongly Disagree Slightly Neither Slightly Agree Strongly
Disagree Disagree Agree Nor Agree Agree
_____________________________________________Disagree_____
ACTUAL 
"the way things are"
1 2 3 4 5 6 7 We are committed to our organization
EXAMPLE
If you circle "1," it would indicate that you strongly disagree with the statement, if you circle "7," It would 
Indicate that you strongly agree with the statement. Select only one of the seven numbers for "actual" on 
the left and one of the seven for "desired" on the right.
THANK YOU FOR YOUR COOPERATION!
~ DESIRED 
"the way I want it to be"
1 2 3 4 5 6 7
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Neither 
A g re e  Nor 










The way things are'
DESIRED 
The way I want it to be'
1 2 3 4 5 6 7 1. We are committed to our mission and purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 2. We share a common vision. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 3. We trust each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 4. We have clear |ob responsibilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 5. We make consensus decisions on important 1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
matters.
6. We accomplish more as a team than any part of the 
team.
7. We seek opportunities to Improve quality of 
products and/or services we provide.
administrative matters.
goals.
20. We respect each other's feelings, ideas, & opinions.
21. We change to meet the needs of our customers.
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7 8. We share a common rrffssion or purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 9. We listen to each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 10. We are an Interdependent work team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 11. Our team needs dominate Individual wants. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 12. We are creative. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 13. I feel responsible for my team behavior. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 14. We align our efforts with the external environment. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 15. We have confidence In each other's abilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 16. We have someone to take care of logistical and 1 2 3 4 5 6 7
1 2 3 4 5 6 7 17. We succeed as a team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 18. I am expected to accomplish my tasks. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 19. We have a strategic plan for accomplishing our 1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
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"the way things are'
DESIRED 
The way I want it to be'
1 2 3 4 5 6 7 22. I feel a sense of loyalty to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 23. We respect team diversity. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 24. We understand our roles. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 25. We share the leadership role depending on the task. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 26. We are innovative. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 27. We see quality improvement as our responsibility. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 28. We grow from conflict resolution. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 29. Our task assignments are dear. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 30. We communicate our feelings, ideas, and opinions 1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
openly.
31. We provide quality products and\or services.
32. We have high expectations for ourselves and for our 
team.
33. We support each other.
34. Our organizational structure allows us to work as a 
team.
35. We give constructive feedback to each other.
36. I am satisfied with my job.
37. I feel responsible for effective team functioning.
38. Our work environment Is informal and enjoyable.
39. We understand how our individual functions link 
together.
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2_ 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7 40. We are flexible and adaptable. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 41. We have a dear sense of purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 42. We have an improvement plan to guide us. 1 2 3 4 5 6 7
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"the way things are"
DESIRED 
"the way I want it to be"
1 2 3 4 5 6 7 43. We have no "hidden agendas." 1 2 3 4 5 6 7
1 2 3 4 5 6 7 44. Our roles are well defined. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 45. Our leader does not dominate the team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 46. We develop our own values and goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 47. We have well established working relationships. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 48. We work together well. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 49. We conform to administrative matters for efficiency. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 50. All team members participate In meetings, 1 2 3 4 5 6 7
discussions, & problem-solving.
1 2 3 4 5 6 7 51. We try new ways of dokig things. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 52. We are highly motivated to achieve our team goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 53. We establish relationships with other individuals, 1 2 3 4 5 6 7.
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
teams and other resources outside of our team.
54. We have genuine concern for each others’ well­
being.
55. We evaluate our team Interaction/processes 
frequently.
1 2 3 4 5 6 7 56.
1 2 3 4 5 6 7 57.
1 2 3 4 5 6 7 58.
other.
59. We influence each others in a positive way.
60. We practice sound communication principles.
61. We are comfortable at making individual decisions.
62. We cooperate with each other to accomplish tasks.
63. We accept values that are Important to the teams.
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
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"the way things are"
DESIRED 
th e  way I want it to be"
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
64. We Identify and confront problems.
65. We are consciously aware of our decision making & 
problem-solving processes.
66. We view individual differences (diversity) as a 
positive team asset
functions.
70. We communicate all Information regarding any given 
Issue
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7 67. Our leader uses sound leadership practices. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 68. We use a scientific approach to problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 69. We are consciously aware of how our team 1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7 71. We treat each other as internal customers. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 72. We have team spirit. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 73. We agree on leadership competencies for our tasks. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 74. We seek out all information relevant to issues. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 75. We are recognized for our team efforts. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 76. We use communication processes that best serve 1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
our team.
77. We influence our leader and provide feedback on 
how he/she can best serve our team.
78. We are a cohesive team.
79. Other areas of team culture that haven’t been 
addressed that you feel should be Included:
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1. 2 3 4 5 6 7 1 2 3 4 5 6 7
1 2 3 4 5 6 7 1 2 3 4 5 6 7
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L o u i s i a n a  S t a t e  U n i v e r s i t y
S c h o o l  o f  V o c a t i o n a l  E d u c a t i o n  
C o l l e g e  o I  A g r i c u l t u r e  
January 8, 1993




(City, State) (Zip Code)
Dear First Name:
Thank you for agreeing to help with the review of the "TEAM CULTURE INDICATOR" 
(TCI), an instrument designed to identify individual perceptions of team culture in a 
work setting. I am asking you to participate in the TCI developmental process by 
serving on the instrument validation panel. This will require you to complete the TCI 
and validation feedback form at two different times; first, the initial version (80 
items) and secondly, the final, refined version (30-40 items).
The purpose of my dissertation is to develop the T C I . The initial TCI is based 
on a thorough review of literature on the Common elements of effective teams. The TCI 
will be subjected to two rounds of data collection, statistical tests, and scale 
refinement to yield a multi-dimensional, concise, operational, and practical 
instrument, potentially applicable to varied settings, with an established degree of 
reliability. The TCI will focus on the "gap" (opportunity for improvement) between 
what "is" and what is "desired," regarding perceptions of work team culture. Training 
and development professionals, managers, and team leaders are among those who could use 
this information to expedite efforts to establish a stronger team culture for 
continuous quality improvement. Such efforts may include training, team building, 
organizational development, needs assessment and planning.
Please assess the validity of the T C I . with particular attention focused on the 
following:
1. Does the TCI appear to measure what it is intended to measure?
2. Do the items capture the key elements of the TCI constructs?
3. Are the directions and items clear and easy to understand?.
Your comments, suggestions or ideas to improve the TCI, and the approximate amount of 
time it takes to complete the TCI is also needed.
"Mark it up" as much as you like! If at all possible, I would like to have your 
completed TCI and feedback form returned by January 22, 1993.
Please call me at (504) 383-7640 if you have any questions.
Thanks again for your help!
Sincerely,
Bruce G. Waguespack Betty C. Harrison,-Ph.D .
Principal Researcher Professor
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TEAM CULTURE INDICATOR 
VALIDATION FEEDBACK FORM (C ode)
APPROXIMATE TIME REQUIRED TO COMPLETE T C I:
DIRECTIONS: A f t e r  yo u  h a v e  c o m p l e t e d  Che TEAM CULTURE INDICATOR (T C I) ,  p l e a s e  an sw er  
t h e  f o l l o w i n g  q u e s t i o n s  r e g a r d i n g  th e  T C I ' s  v a l i d i t y . P l e a s e  r e s p o n d  by  
c i r c l i n g  e i t h e r  YES o r  NO and comment a c c o r d i n g l y .
1 .  D oes t h e  TCI a p p e a r  t o  m ea su re  w h a t  i t  i s  i n t e n d e d  t o  m ea su re?
The TCI i s  de s ig n e d  to  measure o n e ' s  pe rce iv ed  degree  of agreem ent/d isagreem ent  with  each s ta tem en t  on two 
s c a l e s :  a c t u a l  " th e  way th in g s  a r e "  and d e s i r e d ,  " th e  way I want i t  to  be" r eg a rd in g  t h e i r  work team c u l t u r e .  




2 .  Do t h e  i t e m s  c a p t u r e  t h e  k e y  e l e m e n t s  o f  th e  TCI c o n s t r u c t s ?
The key e lem ents  of  th e  TCI were d e r iv e d  from arr" e x te n s iv e  review of l i t e r a t u r e  on e f f e c t i v e  teams, q u a l i t y  
c u l t u r e  and o r g a n iz a t io n a l  change.  The t h e o r e t i c a l  framework fo r  th e  i n i t i a l  TCI c o n s t r u c t s  inc lude  s ix  
p o t e n t i a l l y  o ve r la pp ing  dimensions ( s c a l e s ) :  m o t iva t ion  to  come to g e th e r  a s  a team, d i r e c t i o n  o r  sense  of 
purpose,  human i n t e r a c t i o n ,  o r g a n iz a t io n a l  s t r u c t u r e ,  p rocesses  fo r  e f f e c t i v e  team fu n c t io n in g ,  and outcomes 














( I f  NO, p l e a s e  i n d i c a t e  w h ich  i t e m ( s )  and s u g g e s t  c o r r e c t i o n s  on T C I ) 
5.  G e n e ra l  c o m m e n ts , s u g g e s t i o n s  o r  i d e a s  f o r  im p r o v e m e n t:
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Approximate t im e  r e q u i r e d  t o  com p le te  t h e  JC I :  ______________
3 no answer
15 m inu tes  
15 m in u tes  
17 m inu tes  
20 m in u tes  
15 m in u tes  
20 m in u tes  
11 m in u tes  
15 m in u tes  
20 m in u tes  
15 m in u tes  
20 m in u tes  
20-25 m in u tes  
15 m in u tes  
25 m in u tes
1. Does the TCI appear to  measure what i t  is  intended to  measure?
The TCI is  designed to measure on's perceived degree of agreement/disagreement with each statement 
on two scales: actual, "the way things are," and desired, "the way I want i t  to be," regarding 
one's work-team culture. The difference between the two scales represents the perceived 
opportunity for improvement.
Comments:
Yes I t  a p p e a r s  t o  be a v e ry  u s e f u l  d e v i c e  o v e r a l l .  P a r t i c u l a r l y  when
you narrow t h e  r a n g e  o f  q u e s t i o n s  down t o  make i t  a l i t t l e  b i t  more 
t im e  e f f i c i e n t  f o r  t h e  p a r t i c i p a n t s .
Yes Some i tems  a r e  worded " I "  some "we." Are you i n t e r e s t e d  in t h e
i n d i v i d u a l  p e r c e p t i o n ,  " I "  o r  a r e  you a s k in g  t h e  i n d i v i d u a l  t o  
speak  f o r  t h e  team, "we."
Yes (No comments . )
Yes I t  w i l l  measure t h e  i n d i v i d u a l ' s  p e r c e p t i o n .  I had a ha rd  t im e  on 
t h e  "way I want  i t  t o  b e , "  t o  r a t e  a n y th i n g  lower t h a n  " 7 . "  I 
guess  I want  t o  s h o o t  f o r  t h e  b e s t .
NA I can s e e  how t h e  q u e s t i o n s  a r e  d e s ig n e d  t o  d i r e c t  t h e  p a r t i c i p a n t s
and a l l o w  them some f l e x i b i l i t y  in a n s w e r in g .  I b e l i e v e  t h e  fo rm a t  
a l l o w s  f o r  a " l a z y "  p a r t i c i p a n t  t o  answer a l l  " 7 ' s "  on t h e  d e s i r e d  
s c a l e .  They c o u ld  e a s i l y  b e l i e v e  t h a t  " 7 ' s "  a r e  e x p e c t e d  answers  
and would answer t h a t  way t o  be p e r c e i v e d  as  a team concep t  
s u p p o r t e r .
NA By and l a r g e  i t  seems t o
Many o f  t h e  q u e s t i o n s  - team s p i r i t ,  c o h e s i v e n e s s ,  e t c .  s i g n a l  what 
i s  t h e  i d e a l  ( v a l u e  o f  t h e  r e s e a r c h e r )
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Yes However, knowing t h a t  teamwork i s  t h e  key t o  s u c c e s s  in t h e  9 0 ' s  
and hav in g  had c o u r s e s  on teamwork,  I f e l t  t h e  d e s i r e d  s t a t e  f o r  
a l l  q u e s t i o n s  s h o u ld  be a t  l e a s t  a 6 o r  7 ,  t h u s ,  t h i s  p a r t  o f  t h e  
su rv e y  seemed somewhat u s e l e s s .  P e r h a p s ,  though o t h e r  p a r t i c i p a n t s  
can r a t e  t h e  q u e s t i o n s  d i f f e r e n t l y  in  t h e  d e s i r e d  s t a t e .
Yes I used  our  management "team" as  t h e  group t o  r e f e r e n c e  my answ ers .
Yes (No comments . )
Y es /  I found  m y se l f  most  f r e q u e n t l y  " s t r o n g l y  a g r e e i n g "
No w i th  t h e  way I want  i t  t o  be .  I t h i n k  t h a t  would be t h e  t en d e n c y
o f  most  r e s p o n d e n t s .
Yes (No comments . )
NA W ithout  hav ing  r ev iewed  t h e  l i t e r a t u r e ,  I am no t  s u r e .
S u p e r f i c i a l l y ,  I would say  " y e s . "
Yes There a p p e a r  t o  be 2 m easu res  o f  improvement  i n h e r e n t  in t h i s
methodology .  I f  t h e  s t a t e m e n t s  have been s e l e c t e d  t o  d e f i n e  t h e  
" i d e a l "  team c u l t u r e  and a r e  c l e a r l y  s t a t e d ,  t h e n  t h e  " a c t u a l "
c u l t u r e  s c o r e s  can be compared t o  bo th  t h e  " d e s i r e d "  and " i d e a l , "
This  seems t o  no t  on ly  measure a gap between " a c t u a l "  and 
" d e s i r e d , "  b u t  between " d e s i r e d "  and " i d e a l . "  The l a t t e r  gap 
pe rh a p s  i n d i c a t i n g  t h e  d e g re e  o f  d i f f i c u l t y  in a c t u a l l y  a c h i e v i n g  
gap improvements t o  t h e  f o rm e r .
Yes But a l l  o f  t h e  " d e s i r e d "  were r a t e d  "7" e x c e p t  f o r  3 q u e s t i o n s .
Yes Yes - s t r a i g h t f o r w a r d
Yes The TCI a p p e a r s  t o  measure ag reement  w i th  a l a r g e  number of
c r i t e r i a  t h a t  a r e  commonly b e l i e v e d  t o  be p a r t  o f  team 
e f f e c t i v e n e s s .
Yes (No comments . )
2. Do the items capture the key elements o f the TCI constructs?
The key elements of the TCI were derived from an extensive review of literature on effective 
teams, quality culture and organizational change. The theoretical framework for the in itial 
TCI constructs include six potentially overlapping dimensions (scales): motivation to come 
together as a team, human interaction, organizational structure, processes for effective team 
functioning, and outcomes or results of an effective team culture.
Comments:
Yes (No comments . )
Yes I t  would be e a s i e r  f o r  me t o  e v a l u a t e  t h i s  i f  you had grouped t h e
i tems under  each d im e n s io n .  I r e a l i z e  you d o n ' t  want  t o  do t h i s  
f o r  t h e  f i n a l  v e r s i o n ,  b u t  i t  would h e lp  t h e  r e v i e w e r .
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Yes (No comments . )
NA I t  does m a t t e r  how one team f u n c t i o n s .  An o r g a n i z a t i o n  i s  made up
o f  many t eam s .  Pe rhaps  t h e r e  s h o u ld  be some q u e s t i o n s  in  t h e r e  
abou t  how t h e  team can f u n c t i o n  as  team o r  an o v e r a l l  o r g a n i z a t i o n  
t h a t  d o e s n ' t  f u n c t i o n  as  a team.
NA I d i d n ' t  f i n d  any ment ion o f  team o r  i n d i v i d u a l  r ew ards  ( o t h e r  t h a n  
# 7 5 ) ,  n o t  s p e c i f i c s ,  bu t  I t h i n k  some i n d i c a t i o n  o f  w h e th e r  such
a reward  sys tem e x i s t s  would be h e l p f u l .
NA On t h i n g  t h a t  may be l a c k i n g  i s  t h e  s t r u c t u r e  o f  t h e  group t a s k .
I t  i s  n e c e s s a r y  t o  c o o p e r a t e  t o  meet  t h e  a s s ig n m en t  o r  i s  i t  m ere ly  
t h e  l a t e s t  f a d ?
Yes (No comments . )
Yes I t h o u g h t  t h e  6 p o i n t s  were w e l l  c o v e re d .
Yes (No comments . )
Yes I t  d o e s n ' t  a p p e a r  t h a t  t h e r e  a r e  any q u e s t i o n s  p e r t a i n i n g  t o
o r g a n i z a t i o n a l  s t r u c t u r e .
Yes (No comments . )
NA How many q u e s t i o n s  do you have f o r  each c o n s t r u c t ?  Is
o r g a n i z a t i o n a l  s t r u c t u r e  r e c e i v i n g  a s  many o p p o r t u n i t i e s  f o r  
r e s p o n s e  as  t h e  o t h e r  5?
Yes I t  was much e a s i e r  t o  answer  s t a t e m e n t s  t h a t  began w i th  " I "  th a n
i t  was f o r  t h o s e  b e g in n i n g  w i th  "we,"  i . e .  My answers  were always 
s t r o n g e r  f o r  " I"  t h a n  "we."
Yes But ,  I a g r e e  w i th  you t h a t  t h e r e  c o u ld  be few er  q u e s t i o n s  t o
measure  t h e  above .
NA Appears  t o  be a tho rough  q u e s t i o n n a i r e  t h a t  a d d r e s s e s  a l l  a s p e c t s
o f  team c u l t u r e .
Yes There  a r e  a few i tems  which I q u e s t i o n  as  t o  w he the r  t h e y  a r e  a
n e c e s s a r y  p a r t  o f  team f u n c t i o n i n g .
Yes I d o n ' t  see  any "why a r e  you o p e r a t i n g  as  a team q u e s t i o n s . "
S h a r in g  a common goa l  o r  pu rpose  i s  n o t  n e c e s s a r i l y  t h e  m o t i v a t i n g  
f a c t o r .
3. Are the d ire c tio n s  and items c le a r , concise and easy to  understand?
(A) D ire c tio n s :
Comments:
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Yes (No comments . )
Yes (No comments . )
Yes (No comments . )
NA I had t o  r e a d  t h e  i n s t r u c t i o n s  3 t i m e s .  You may want  t o  use  a
sample s t a t e m e n t  t h a t  i s  d i r e c t e d  by t h e  t e a c h e r .
Yes (No comments . )
Yes (No comments . )
Yes (No comments . )
Yes (No comments . )
NA E l i m i n a t e  r edunda nc y .  For  t h o s e  q u e s t i o n s  which I f e l t  were
u n c l e a r ,  I w r o t e  on t h e  su rv e y .
Yes However, t h e  d e f i n i t i o n  o f  "work team" was d i f f i c u l t  f o r  me t o
keep c o n s t a n t  t h r o u g h o u t  t h e  answ ers :  t h e r e  i s  my group w i th  
cha i rm an /ow ner  and r e l a t e d  company p e e r s ;  group w i th  main 
o f f i c e  s u p p o r t  p e r s o n n e l  ( d e p t ,  h e a d s ) ;  and f i e l d  m an a g e r i a l  
p e r s o n n e l .
NA Comments made on f i r s t  page .
NA No prob lem.
Yes Th i s  s u rv e y  i s  q u i t e  c l e a r  in i t s  pu rpose  and t h e  d i r e c t i o n s
f o r  f i l l i n g  i t  o u t .
(B) Items:
Comments:
Yes (No comments . )
No See n o t e s  and c o r r e c t i o n s
Yes (No comments . )
Yes (No comments . )
NA #5 - word " conse nsus"  migh t  no t  be u n d e r s to o d
#14 - what i s  t h e  " e x t e r n a l  env ironm ent?"
#55 - may be ha rd  t o  u n d e r s t a n d ,  same f o r  #63 
#73 - what a r e  " l e a d e r s h i p  com pe tenc ie s?"
NA q u e s t i o n  49 ( I  d i d n ' t  u n d e r s t a n d )
No #14 we c o n s i d e r  e x t e r n a l  i n f l u e n c e s
Yes (No comments . )
No Some o f  t h e  i t ems  a sked  e s s e n t i a l l y  t h e  same t h i n g ,  j u s t  worded
d i f f e r e n t l y .  P l e a s e  r e v i e w .
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NA S ince  most  p e o p le  w i l l  d e s i r e  t h i n g s  t o  be b e t t e r  t h a n  th e y
a r e ,  There  w i l l  a lways be a " g ap ."  Pe rhaps  a d i f f e r e n t  term 
c o u ld  be used  i . e .  t h e  way t h i n g s  s hou ld  be ,  needed 
improvement .
Yes (No comments . )
NA (No comments . )
Yes There  were o n l y  3 s t a t e m e n t s  ( " d e s i r e d " )  on which I c o u l d n ' t
s t r o n g l y  a g r e e .
NA See q u e s t i o n s  #14 & 76.
NA Easy t o  u n d e r s t a n d .  Only one i tem c o n t a i n e d  more t h a n  one
i s s u e  ( # 6 4 ) .  I tem 64 - My team o f t e n  i d e n t i f i e s  problems
w i t h o u t  c o n f r o n t i n g  t h o s e  problems  - No win s i t u a t i o n .
Yes I tem 12 on c r e a t i v i t y  may be m easu r ing  someth ing t h a t  i s  not
n e c e s s a r i l y  a p a r t  o f  a good team. I tem 13 may be a p a r t  o f  
team f u n c t i o n i n g ,  b u t  f e e l i n g  r e s p o n s i b l e  f o r  o t h e r s  a c t i o n s  i s  
no t  r e a s o n a b l e ,  I f e e l  r e s p o n s i b l e  f o r  my behav ing  as  a team 
member might  be b e t t e r .  I tem 14 i s  no t  c l e a r  t o  me; was not
s u r e  what  i t  i s  a s k i n g .  I tem 63 ,  teams s h ou ld  be s i n g u l a r .
Y es /  See my comments on t h e  TCI s h e e t .
No
5. General comments, suggestions o r ideas fo r  improvement:
I t h o u g h t  i t  was a v e ry  c l e v e r  idea  t o  measure bo th  s i d e s  o f  t h e  s c a l e
in comparing t h e  p r e s e n t  s t a t e  t o  t h e  d e s i r e d  s t a t e  o f  a f f a i r s  and
loo k in g  a t  t h e  d i f f e r e n c e s  in t h e  gaps .  The on ly  q u e s t i o n  t h a t  I had 
was t h e  7 p o i n t  s c o r i n g  s c a l e  f rom " s t r o n g l y  d i s a g r e e "  t o  " s t r o n g l y  
a g r e e . "  I d o n ' t  know w he the r  t h i s  would be t o  c o m p l i c a t e d  a s o r t i n g  
p r o c e d u r e  f o r  some p e o p le  t h a t  w i l l  be t a k i n g  t h e  t e s t .  I t  was j u s t  
a t h o u g h t .  I ' v e  seen  t h e  5 p o i n t  L i k e r t  s c a l e  used e f f e c t i v e l y .  You 
may be u s in g  t h i s  number f rame t o  i n d i c a t e  a l a r g e r  num er ica l  gap in 
yo ur  r e s p o n s e s  and t h a t  would be q u i t e  u s e f u l .  I t h o u g h t  t h e
in s t r u m e n t  looked v e ry  good.
You might  c o n s i d e r  b r e a k i n g  o u t  q u e s t i o n s  which r e f e r  t o  t h e  team 
member, i . e .  "I u n d e r s t a n d  my r o l e , "  v e r s u s  team i s s u e s  "we f u n c t i o n  
we l l  as  a t ea m ."  I seems t o  me t h e s e  a r e  s e p a r a t e  a r e a s  o f  f o c u s  " I"  
and "we." I am wonder ing  abou t  t h e  i n d i v i d u a l  spe ak in g  f o r  t h e  team.
A l l  q u e s t i o n s  were asked  in such a way t h a t  p o s i t i v e  r e s p o n s e s  would 
always be on t h e  " s t r o n g l y  a g re e "  s i d e . "  You may want  t o  ask  a c oup le  
o f  v a l i d a t i o n  q u e s t i o n s  l i k e ,  "I answered t r u t h f u l l y , "  o r  o t h e r  
q u e s t i o n s  t h a t  g i v e  you an idea  i f  t h e  p e r son  r e a l l y  r e a d  t h e  
i n s t r u m e n t .
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The i n s t r u m e n t  looks  good.  I t  seems t o  measure how e f f e c t i v e  t h e  team 
i s .  I ' d  be i n t e r e s t e d  in s e e i n g  how t h e  i n s t r u m e n t  w i l l  be 
a d m i n i s t e r e d .  G rea t  job!
No comments.
What abou t  c o n s c i o u s  s e t t i n g  o f  group norms (ground r u l e s ) ,  t a k i n g  
c h a rg e  o f  how o p e r a t i n g  t o g e t h e r ,  and s p e nd ing  e n d - o f - m e e t i n g  t im e  on 
a n a l y z i n g  group  p r o c e s s  ( c o n t i n u o u s  improvement) .
A number o f  t h e  q u e s t i o n s  seemed r e d u n d a n t ,  however ,  when t h e  TCI i s  
l i m i t e d  t o  (30 -40 )  t h a t  h o p e f u l l y  w i l l  e l i m i n a t e  t h e  redundance .
Good job!  (#5)  In smal l  companies ,  sometimes c onsensus  d e c i s i o n s  a r e  
no t  made be c ause  t h e  a tm osphere  f o s t e r s  ind ep e n d e n t  d e c i s i o n s .  
However, The o v e r a l l  company d i r e c t i o n  has  t o  be f o l l o w e d  and 
c o o r d i n a t e d .
E x c e l l e n t  work! Should be s h o r t e n e d  a l i t t l e .  Our team members a r e  
no t  a l l  l o c a t e d  in t h e  same b u i l d i n g .  Some t im e s  t h i s  c a u se s  p rob lems.  
Some o f  my answers  r e f l e c t  t h i s .
No comments.
S u g g e s t i o n s  w r i t t e n  on i n s t r u m e n t .
E l im in a t e d  redundancy!  The way t h e  " a c t u a l ” v e r s u s  " d e s i r e d "  i s  s e t - u p  
i s  i n t e r e s t i n g ,  bu t  c h oos ing  " d e s i r e d "  s c a l e  f rom s t r o n g l y  d i s a g r e e  t o  
s t r o n g l y  a g r e e  a ppe a re d  d i f f i c u l t .  The " a c t u a l "  s i d e  i s  e a s y .  I had 
t r o u b l e  d i s c e r n i n g  my c h o i c e s  as  a r e s u l t ,  T f e l t  a s  though I was 
ch o o s in g  on t h e  o p p o s i t e  ends o f  t h e  spec t rum  most  o f  t h e  t i m e .  Maybe 
t h i s  i s  j u s t  i n d i c a t i v e  o f  our  s i t u a t i o n  h e r e .
Looks g r e a t !  Do i t !
Th i s  made me t h i n k .  Well done!
I found m y se l f  t h i n k i n g  o f  my d e p a r t m e n t a l  work group f o r  some 
q u e s t i o n s ,  b u t  t h e  work group as  t h e  C o l l e g e  o f  B u s in e s s  f o r  some 
q u e s t i o n s .  Pe rhaps  i f  I had t o  i d e n t i f y  my work g roup ,  r a t h e r  t h a n  
j u s t  r e a d  a d e f i n i t i o n ,  I would s t a y  more f o c u s e d  on one group of  
p e o p le .  My t im e  i s  s p l i t  a lm o s t  e q u a l l y  in teams o f  d e p a r t m e n t a l  and 
c o l l e g e  r e s p o n s i b i l i t i e s ,  which p r o b a b l y  i s  common.
A f i n a l  v e r s i o n  w i th  30-40 i tems  s h ou ld  p r o v id e  an i n s t r u m e n t  of  
r e a s o n a b l e  l e n g t h .  The o v e r a l l  i n s t r u m e n t  looks  good.  " P l e a s e  Go To 
Next Page,  " shou ld  be removed from t h e  l a s t  page .  Minor changes  a r e  
s u g g e s t e d  on s u rv e y .
You may want  t o  e x p l o r e  t h e  e v a l u a t i o n  o f  t h e  l e a d e r  a l i t t l e  more t o  
d e t e r m i n e  i f  l e a d e r s h i p  o r  l e a d e r s h i p  s t y l e  i s  e f f e c t i v e  f o r  t h e  team. 
A l so ,  e x p l o r e  whe the r  members f e e l  t h a t  one o r  s e v e r a l  o t h e r  members 
a r e  no t  h e l p i n g  team t o  f u n c t i o n .
178
C orrections and Suggestions made on the TCI:
D irections/C over:
Some g r a p h i c  d e s i g n  migh t  be h e l p f u l ;  RE: T i t l e  
Could be s i m p l e r ;  RE: Pu rpose
Why no t  i n c o r p o r a t e  t h i s  i n f o ,  d i r e c t l y  i n t o  t h e  " p u r p o s e '  p a ra g r a p h ;  
RE: D e f i n i t i o n s
How w i l l  you know who s e n t  t h e  TCI back?
I f  p o s s i b l e ,  would change  t y p e  f o r  t h e  t i t l e .
Would move down t o  " d i r e c t i o n s "  RE: "This  i s  no t  a t e s t !  There  a r e  no 
r i g h t  o r  wrong a nsw e rs ! "
Add " a c t u a l "  by " t h e  way t h i n g s  a r e "  and " d e s i r e d "  by " t h e  way I want 
i t  t o  be" RE: D i r e c t i o n s
Add " s e l e c t  on ly  one o f  t h e  c h o i c e s  on t h e  l e f t  and one on t h e  r i g h t "  
RE: D i r e c t i o n s  from Example
Would a c t u a l l y  "do" t h i s  example and e x p l a i n ;  RE: Example
Add, " t h a t  we a r e  commit ted t o  ou r  o r g a n i z a t i o n  in our  a c t u a l
s i t u a t i o n "  in example e x p l a n a t i o n
Would use  same t y p e  as  t i t l e ;  RE: Thank You For  Your C o ope ra t ion !  
Items: Comments, Suggestions and Questions
#1 We a r e  commit ted t o  our  m is s io n  and pu rp o se .
- a r e  m i s s io n  and pu rpose  c l e a r ?
#6 We a c com pl i sh  more a s  a team t h a n  any p a r t  o f  t h e  team.
- r e p l a c e  " th a n  any p a r t  o f  t h e  team" wi th  " th a n  a s  i n d i v i d u a l s "  
(x2)
( t h i s  s t a t e m e n t  i s  ambiguous)
- (what  doses  t h i s  mean?)
- u n c l e a r  q u e s t i o n ,  Do you mean o r g a n i z a t i o n  as  a whole?
- whole i s  g r e a t e r  t h a n  sum o f  i t s  p a r t s
#7 We seek  o p p o r t u n i t i e s  t o  improve q u a l i t y  o f  p r o d u c t s  a n d / o r
s e r v i c e s  we p r o v i d e .
- add " th e "  b e f o r e  " q u a l i t y "  and " th e "  b e f o r e  " p ro d u c t s "
#8 We s h a r e  a common m is s io n  o r  p u r p o se .
- a r e  m i s s io n  o r  pu rpose  c l e a r ?
#10 We a r e  an i n t e r d e p e n d e n t  work team.
- r e p l a c e  w i th  "we depend on one a n o th e r "
#11 Our team needs domina te  i n d i v i d u a l  w an t s .
- r e p l a c e  "dominate"  w i th  " o v e r r i d e "
- needs  > wants
#12 We a r e  c r e a t i v e .
- what  i s  c r e a t i v e ?
179
#13 I f e e l  r e s p o n s i b l e  f o r  my team b e h a v i o r .
- s u p p o r t i n g  t h e  team? (ambiguous)
- i s  t h i s  t h e  b e h a v i o r  o f  my team o r  my b e h a v i o r  on t h e  team?
#14 We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  e nv i ronm en t .
- be s p e c i f i c ;  m arke t  p l a c e ,  c u s to m e r s ,  e t c .
-  ????
- " e x t e r n a l  env i ronm en t"  o u t s i d e  company o r  o u t s i d e  de p a r tm e n t  o r  
bo th?
#16 We have someone t o  t a k e  c a r e  o f  l o g i s t i c a l  and a d m i n i s t r a t i v e
m a t t e r s .
- add - " f o r  ou r  t ea m ,"  r e p l a c e  "someone" w i th  " s c r i b e "  o r  
" f a c i l i t a t o r "
#23 We r e s p e c t  team d i v e r s i t y .
- no t  s u r e  everybody  knows what  t h i s  means - maybe " i n d i v i d u a l
d i f f e r e n c e s "  would be b e t t e r
- r e p l a c e  " d i v e r s i t y "  w i th  " d i f f e r e n c e s "
#25 We s h a r e  t h e  l e a d e r s h i p  r o l e  depend ing  on t h e  t a s k .
- i s  t h i s  l e a d e r s h i p  o f  t h e  team o r  l e a d e r s h i p  in our  own t a s k s ?
#26 We a r e  i n n o v a t i v e .
- what  t h e  d i f f e r e n c e  between c r e a t i v e  #12 and i n n o v a t i v e
#28 We grow from c o n f l i c t  r e s o l u t i o n .
- r e p l a c e  "grow" w i th  " l e a r n "  o r  r e s t a t e  "we e f f e c t i v e l y  r e s o l v e  
c o n f 1i c t "
#29 Our t a s k  a s s ig n m e n t  a r e  c l e a r .
- r e d u n d a n t  w i th  i tem #4
#32 We have h igh e x p e c t a t i o n s  f o r  o u r s e l v e s  and f o r  ou r  team.
- t h i s  i s  a 2 p a r t  q u e s t i o n .  The i n d i v i d u a l  answers  may be
d i f f e r e n t  and c lo u d  t h e  s c o r e .
#37 I f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .
- add "my p a r t  in"  b e f o r e  " e f f e c t i v e "
#38 Our work e nv i ronm en t  i s  i n fo rm a l  and e n j o y a b l e .
- 2 p a r t  q u e s t i o n
#43 We have no "h idden  a g e n d a s . "
- s h ou ld  t h i s  be e x p l a i n e d
#46 We deve lop  our  own v a l u e s  and g o a l s .
- add "team" between "own" and " v a lu e s "
#49 We conform t o  a d m i n i s t r a t i v e  m a t t e r s  f o r  e f f i c i e n c y .
- "conform" - ? ,  "we have ground r u l e s "
- add "such a s :  company p o l i c y "
- u n c l e a r ,  o f  what?
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r e s p o n s e  c lo u d e d  by a s s o c i a t i n g  a d m i n i s t r a t i v e  w i th  
a d m i n i s t r a t i o n  ( i e .  management)
#59 We i n f l u e n c e  each  o t h e r s  in a p o s i t i v e  way.
- d e l e t e  ' s '  in o t h e r s  (x4)
#61 We a r e  c o m f o r t a b l e  a t  making i n d i v i d u a l  d e c i s i o n s .
- d e l e t e  " a t "  (x2)
#63 We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team s .
- d e l e t e  "s"  on teams (x2)
- ha rd  t o  answer .  A c c e p t in g  v s .  r e c o g n i z i n g  and accommodat ing a r e  
2 d i f f e r e n t  c o n c e p t s  i n f l u e n c i n g  my answer.
#64 We i d e n t i f y  and c o n f r o n t  p rob lem s .
- a r e  t h e s e  2 d i f f e r e n t  i s s u e s  t o  be a d d r e s s e d ?
#68 We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .
- s h o u ld  " s c i e n t i f i c  approach"  be d e f i n e d
#73 We a g r e e  on l e a d e r s h i p  c o m p e te n c i e s  f o r  ou r  t a s k s .
- d o n ' t  know what  t h i s  q u e s t i o n  means
#75 We a r e  r e c o g n i z e d  f o r  our  team e f f o r t s .
- by t h e  p u b l i c ,  o r g a n i z a t i o n ,  o r  does  i t  n o t  m a t t e r  by whom?
#76 We use  communica t ion p r o c e s s e s  t h a t  b e s t  s e r v e  our  team.
- ? " p r o c e s s e s "  g i v e  examples
#77 We i n f l u e n c e  ou r  l e a d e r  and p r o v id e  f e e d b a c k  on how h e / s h e  can
b e s t  s e r v e  our  team.
- 2 p a r t  q u e s t i o n ,  j u s t  use  second p a r t  " we p r o v id e  . . . "
#78 We a r e  a c o h e s i v e  team.
- d e f i n e  " c o h e s i v e "  as  in #66
#79 O the r  a r e a s  o f  team c u l t u r e  t h a t  h a v e n ' t  been a d d r e s s e d  t h a t
you f e e l  s hou ld  be i n c l u d e d :
- P e r c e p t i o n  by team t h a t  l e a d e r  i s  e f f e c t i v e / c o m p e t e n t  t o  l e a d .
- We a r e  c o m f o r t a b l e  in  a team en v i ro n m en t .
- We r e c e i v e  i n d i v i d u a l  r e c o g n i t i o n  f o r  our  e f f o r t s  a s  w e l l  as  team 
r e c o g n i t i o n .
Other comments:
- c o n s i d e r  h a l f  as  many q u e s t i o n s
- r e p l a c e  w i th  "and" t h r o u g h o u t  i tems
- c o r r e c t  " a n d / o r "  t h r o u g h o u t  i tems
- i tems  #2 and #8 a r e  t h e  same ? ,  r e d u n d a n t





P U R P O S E
The TEAM CULTURE INDICATOR (TCI) will assess your perceptions of ACTUAL (“the way things are") 
AND DESIRED ("the way I want It to be") culture for your work team. The TCI will profile your team 
strengths and suggest areas that need Improvement.
DEFINITIONS
CULTURE - the "unwritten rules" for why, what, and how your team members treat each other, get 
things done, and work together.
WORK TEAM - the group of people that you work with most of the time and you depend on each 
other to get things done at work.
ORGANIZATION: WORK TEAM:
DIRECTIONS
Please indicate your perception of ACTUAL (“the way things are") by circling one of the seven choices 
identified on the scale to the left of each statement. Repeat the same procedure for indicating DESIRED 
(The way you want it to be") by circling one of the seven choices identified on the scale to the right of 
each statement. This is NOT a test! There are no right or wrong answers.
RATING SCALE
I 5 3 4------------------- 5----------------- 6------------------- 7-----
Strongly Disagree Slightly Neither Slightly Agree Strongly .
Disagree Disagree Agree Nor Agree Agree
_______________________________________ Disagree______________________________________
ACTUAL 
“the way things are"
1 2 3 4 5 6 7
EXAMPLE
We are committed to our organization.
DESIRED 
“the way I want it to be"
1 2 3 4 5 6 7
If you circle “1," it would Indicate that you strongly disagree with the statement, if you circle “7," it would 
Indicate that you strongly agree with the statement. Select only one of the seven numbers for "actual" on 
the left and one of the seven for "desired" on the right.
THANK YOU FOR YOUR COOPERATION!
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"the way things are’ th e  way 1 want it to be’
1 2 3 4 5 6 7 1. We are committed to our mission. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 2. We share a common vision. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 3. We trust each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 4. We have clear job responsibilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 5. We make consensus decisions on important matters. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 6. We accomplish more as a team than as individuals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 7. All team members participate in problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 8. We seek opportunities to improve the quality of
products/services we provide. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 9. We set ground rules foKworking together. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 10. We share a common mission or purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 11. We listen to each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 12. We depend on one another. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 13. Our team needs dominate individual wants. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 14. We are creative. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 15. All team members participate in discussions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 16. We feel responsible for our team behavior. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 17. We use a structured process for problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 18. We align our efforts with the external environment,
such as other teams, departments, etc. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 19. We have confidence in each other's abilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 20. A team member is responsible for taking care of
logistical matters. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 21. We use communication processes that best serve our
team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 22. We succeed as a team. 1 2_.3 4 5 6 7
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the way things are"
DESIRED 
the way I want it to be"
1 2 3 4 5 6 7 23 We communicate our ideas openly. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 24. We are expected to accomplish our tasks. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 25. We have a strategic plan for accomplishing our goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 26. We evaluate our meetings. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 27. We respect each other’s feelings, ideas, & opinions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 28. We change to meet the needs of our customers. 1 2 . 3 4 5 6 7
1 2 3 4 5 6 7 29. We Influence our leader. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 30. Our team is recognized for our efforts. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 31. We feel a sense of loyalty to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 32.
✓
We develop our own goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 33. We are consciously aware of our problem-solving
processes. 1 2 3 4 5 6 7
1 2 3 4 5 6 V 34. We respect individual differences of team members. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 35. We understand our roles. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 36. We share leadership roles depending on the task. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 37. We are innovative. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 38. We respect each other's ideas. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 39. We see quality improvement as our responsibility. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 40. We accept the expectations of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 41. We establish relationships with other resources
outside of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 42. We learn from resolving conflicts effectively. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 43. Our task assignments are clear. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 44. We communicate our feelings openly. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 45. We provide quality products/services. 1 2 3 4 5 6 7
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the way things are"
1 2 3 4 5 6 7 46.
1 2 3 4 5 6 7 47.
1 2 3 4 5 6 7 48.
1 2  3 4 5 6 7 49.
1 2 3 4 5 6 7 50.
1 2 3 4 5 6 7 51.
1 2 3 4 5 6 7 52.
1 2 3 4 5 6 7 53.
1 2 3 4 5 6 7 54.
1 2 3 4 5 6 7 55.
1 2 3 4 5 6 7 56.
1 2 3 4 5 6 7 57.
1 2 3 4 5 6 7 58.
1 2 3 4 5 6 7 59.
1 2 3 4 5 6 7 60.
1 2 3 4 5 6 7 61.
1 2 3 4 5 6 7 62.
1 2 3 4 5 6 7 63.
1 2 3 4 5 6 7 64.
1 2 3 4 5 6 7 65.
1 2 3 4 5 6 7 66.
1 2 3 4 5 6 7 67.
We have high expectations for ourselves.
We establish relationships with other teams 
outside of our team.
We seek out all information relevant to issues.
We support each other.
Our organizational structure allows us to work 
as a team.
We give constructive feedback to each other.
We are satisfied with our jobs.
We feel responsible for effective team functioning.
✓
We are consciously aware of how our team functions.
Our work environment is informal.
We understand how our individual functions link together.
Our leader uses sound leadership practices.
We are flexible.
We confront problems.
We have a clear sense of purpose.
We provide feedback on how our leader can best serve 
our team.
We have an improvement plan to guide us.
We are a cohesive (united) team.
We have no “hidden agendas."
Our roles are well defined.
Our leader does not dominate the team.
We are comfortable in a team environment.
DESIRED 
the way I want it to be"
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 . 3  4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
1 2 3 4 5 6 7
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th e  way things are* “the way 1 want it to be"
1 2 3 4 5 6 7 68. We develop our own team values. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 69. We accept values that are important to the team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 70. We have well established working relationships. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 71. We follow policies for efficiency. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 72. All team members participate in meetings. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 73. We try new ways of doing things. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 74. We work together well. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 75. We are highly motivated to achieve our team goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 76. We establish relationships with other individuals
outside of our team. ^ 1 2 3 4 5 6 7
1 2 3 4 5 6 7 77. We Identify problems. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 78. We recognize each other for our individual contributions
to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 79. We have genuine concern for each others’ well-being. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 80. We have someone take care of administrative matters. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 81. We evaluate our team interaction/processes frequently. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 82. Our team helps us develop individually. 1 2 3 4 5 6 7
1 2 3 4 rt 6 7 83. We cooperate with each other to accomplish tasks. 1 2- 3 4 5 6 7
1 2 3 4 5 6 7 84. We have high expectations for our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 85. We use a scientific approach to problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 86. We accept the goals of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 87. We have honest relationships with each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 88. We have regular meetings. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 89. We influence each other in a positive way. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 90. Our work environment is enjoyable. 1 2 3 4 5 6 7
PA G E 5  PLEASE G O  TO  NEXT PAGE
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RATING SCALE
1 5 3 5 g   7--
Strongly Disagree Slightly Neither Slightly Agree Strongly
Disagree Disagree Agree Nor Agree Agree
____________________________________________ Disagree______________________________________
ACTUAL DESIRED
"the way things are' “the way I want it to be*
t 2 3 4 5 6 7 91. We practice sound communication principles. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 92. We are consciously aware of our decision making process. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 93. We are comfortable making individual decisions for the
team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 94. We view individual differences (diversity) as a positive
team asset. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 95. We communicate all information regarding any.given issue. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 96. We are adaptable. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 97. We treat each other as internal customers. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 98. We have team spirit. ✓ 1 2 3 4 5 6 7
1 2 3 4 5 6 7 99. We agree on appropriate leadership abilities for
specific tasks. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 100. We have open relationships with each other. 1 2 3 4 5 6 7
PAGE 6 PLEASE GO TO NEXT PAGE
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1. We a r e  commit ted t o  ou r  m i s s i o n .
8.  We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y  o f  p r o d u c t s / s e r v i c e s  we 
p r o v i d e .
16. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r .
24. We a r e  e x p e c t e d  t o  a c com pl i sh  ou r  t a s k s .
31. We f e e l  a s e nse  o f  l o y a l t y  t o  ou r  team.
39. We see  q u a l i t y  improvement  a s  ou r  r e s p o n s i b i l i t y .
46. We have high  e x p e c t a t i o n s  f o r  o u r s e l v e s .
53. We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .
60. We have a c l e a r  s e nse  o f  p u r p o s e .
68. We d e v e lo p  our  own team v a l u e s .
75. We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  our  team g o a l s .
84.  We have high  e x p e c t a t i o n s  f o r  ou r  team.
D ire c tio n
2.  We s h a r e  a common v i s i o n .
10. We s h a r e  a common m is s io n  o r  p u r p o s e .
18. We a l i g n  ou r  e f f o r t s  w i th  t h e  e x t e r n a l  e n v i ro n m e n t ,  such as  o t h e r  
t ea m s ,  d e p t s .
25. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .
32. We d e v e lo p  our  own g o a l s .
41. We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  r e s o u r c e s  o u t s i d e  o f  our  team.
47.  We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  teams o u t s i d e  o f  ou r  team.
62.  We have an improvement  p l a n  t o  gu id e  u s .
76. We e s t a b l i s h  r e l a t i o n s h i p s  w i th  o t h e r  i n d i v i d u a l s  o u t s i d e  o f  our  
team.
86 .  We a c c e p t  t h e  g o a l s  o f  ou r  team.
Human In te ra c tio n
3. We t r u s t  each  o t h e r .
7. A l l  team members p a r t i c i p a t e  in  p r o b l e m - s o l v i n g .
11. We l i s t e n  t o  each o t h e r .
15. All  team members p a r t i c i p a t e  in d i s c u s s i o n s .
19. We have c o n f i d e n c e  in each  o t h e r ' s  a b i l i t i e s .
23. We communicate  our  i d e a s  o p e n ly .
27. We r e s p e c t  each o t h e r ' s  f e e l i n g s ,  i d e a s ,  & o p i n i o n s .
34. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members.
38. We r e s p e c t  each o t h e r ' s  i d e a s .
42.  We l e a r n  from r e s o l v i n g  c o n f l i c t s  e f f e c t i v e l y .
49.  We s u p p o r t  each o t h e r .
55. Our work env ironm en t  i s  i n f o r m a l .
59. We c o n f r o n t  p rob lems.
64.  We have no "h idden  a g e n d a s . "
70.  We have w e l l  e s t a b l i s h e d  working  r e l a t i o n s h i p s .
74. We work t o g e t h e r  w e l l .
79.  We have genu ine  concern  f o r  each  o t h e r s '  w e l l - b e i n g .
83.  We c o o p e r a t e  w i th  each  o t h e r  t o  a ccom pl i sh  t a s k s .
87 .  We have h o n e s t  r e l a t i o n s h i p s  w i th  each o t h e r .
91. We p r a c t i c e  sound communica t ion p r i n c i p l e s .
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94.  We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  as  a p o s i t i v e  team a s s e t .
97.  We t r e a t  each o t h e r  a s  i n t e r n a l  c u s to m e r s .
100 .We have open r e l a t i o n s h i p s  w i th  each  o t h e r .
O rganizational S tructu re
4.  We have c l e a r  job  r e s p o n s i b i l i t i e s .
12. We depend on one a n o t h e r .
20.  A team member i s  r e s p o n s i b l e  f o r  t a k i n g  c a r e  o f  l o g i s t i c a l  m a t t e r s .
28.  We change t o  meet  t h e  needs  o f  ou r  c u s to m e rs .
35.  We u n d e r s t a n d  our  r o l e s .
43.  Our t a s k  a s s i g n m e n t s  a r e  c l e a r .
50. Our o r g a n i z a t i o n a l  s t r u c t u r e  a l l o w s  us t o  work as  a team.
56. We u n d e r s t a n d  how our  i n d i v i d u a l  f u n c t i o n s  l i n k  t o g e t h e r .
65.  Our r o l e s  a r e  w e l l  d e f i n e d .
71. We f o l l o w  p o l i c i e s  f o r  e f f i c i e n c y .
80.  We have someone t o  t a k e  c a r e  o f  a d m i n i s t r a t i v e  m a t t e r s .
88.  We have r e g u l a r  m e e t in g s .
Processes
5. We make c o n sensus  d e c i s i o n s  on i m p o r t a n t  m a t t e r s .
9.  We s e t  ground r u l e s  f o r  working  t o g e t h e r .
13. Our team needs domina te  i n d i v i d u a l  w a n t s .
17. We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g .
21.  We use communicat ion p r o c e s s e s  t h a t  b e s t  s e r v e  our  team.
26.  We e v a l u a t e  ou r  m e e t i n g s .
29.  We i n f l u e n c e  our  l e a d e r .
33.  We a r e  c o n s c i o u s l y  aware o f  our  p r o b l e m - s o l v i n g  p r o c e s s e s .
36.  We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k .
40 We a c c e p t  t h e  e x p e c t a t i o n s  o f  ou r  team.
44.  We communicate  our  f e e l i n g s  o p e n ly .
48.  We seek o u t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s .
51.  We g i v e  c o n s t r u c t i v e  f ee dba c k  t o  each o t h e r .
54. We a r e  c o n s c i o u s l y  aware o f  how ou r  team f u n c t i o n s .
57.  Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s .
61.  We p r o v id e  f ee dba c k  on how our  l e a d e r  b e s t  s e r v e  our  team.
66.  Our l e a d e r  does not  dom in a te  t h e  team.
69.  We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team.
72.  All  team members p a r t i c i p a t e  in  m e e t i n g s .
77.  We i d e n t i f y  p rob lem s.
81.  We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .
85.  We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .
89 .  We i n f l u e n c e  each  o t h e r  in a p o s i t i v e  way.
92.  We a r e  c o n s c i o u s l y  aware o f  ou r  d e c i s i o n  making p r o c e s s .
95. We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iv e n  i s s u e .
99.  We a g re e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r  s p e c i f i c  t a s k s .
Outcomes
6.  We accom pli sh  more as  a team th a n  as  i n d i v i d u a l s .
14. We a r e  c r e a t i v e .
22.  We succeed  as  a team.
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30.  Our team i s  r e c o g n i z e d  f o r  our  e f f o r t s .
37.  We a r e  i n n o v a t i v e .
45. We p r o v id e  q u a l i t y  p r o d u c t s / s e r v i c e s .
52.  We a r e  s a t i s f i e d  w i th  ou r  j o b s .
58. We a r e  f l e x i b l e .
63.  We a r e  a c o h e s i v e  ( u n i t e d )  team.
67.  We a r e  c o m f o r t a b l e  in  a team e n v i ro n m e n t .
73. We t r y  new ways o f  do ing  t h i n g s .
78.  We r e c o g n i z e  each  o t h e r  f o r  ou r  i n d i v i d u a l  c o n t r i b u t i o n s  t o  ou r  team.
82.  Our team h e lp s  us d e v e lo p  i n d i v i d u a l l y .
90.  Our work env ironm en t  i s  e n j o y a b l e .
93.  We a r e  c o m f o r t a b l e  making i n d i v i d u a l  d e c i s i o n s  f o r  t h e  team.
96.  We a r e  a d a p t a b l e .
98.  We have team s p i r i t .
APPENDIX G
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INSTRUCTIONS FOR ADMINISTERING THE TFAM CULTURE INDICATOR (TCI)
BACKGROUND INFORMATION:
The TCI i s  based on a thorough review of l i t e r a t u r e  on teams in business  and indus t ry  
s in c e  the  1950' s .  The items r e p r e s e n t  the  common e lements  of  e f f e c t i v e  work teams. 
The TCI w i l l  focus on the  "gap" (o p p o r t u n i t y  f o r  improvement) between what " i s "  and 
what i s  " d e s i r e d , "  regard ing  pe rcep t io ns  of  work team c u l t u r e .  Tra in ing  and 
development p r o f e s s i o n a l s ,  managers,  and team le a d e rs  could  use t h i s  information to  
exp ed i t e  e f f o r t s  to  e s t a b l i s h  a s t r o n g e r  team c u l t u r e  f o r  cont inuous  q u a l i t y  
improvement.
The purpose of  t h i s  s tudy i s  t o  develop the  TCI. The TCI w i l l  be subjec ted  to two 
rounds of  da ta  c o l l e c t i o n ,  s t a t i s t i c a l  t e s t s ,  and s c a l e  re f inement  to  y i e l d  a m u l t i ­
d imens iona l ,  conc ise ,  o p e r a t i o n a l ,  and p r a c t i c a l  in s t ru me nt ,  p o t e n t i a l l y  a p p l i c a b l e  to 
v a r i e d  s e t t i n g s ,  with an e s t a b l i s h e d  degree of  r e l i a b i l i t y .  At l e a s t  four  hundred 
people  w i l l  p a r t i c i p a t e  in t h i s  developmental  p ro ces s ,  (two hundred fo r  each round).  
P a r t i c i p a n t s  w i l l  be members of  "work teams" from c o ope ra t i ng  o r g a n iz a t io n s .
A "work team," f o r  the  purpose of  t h i s  r e s e a r c h ,  i s  de f ined  as  a group of people t h a t  
work t o g e t h e r  on a day- to-day  b a s i s  and depend on each o t h e r  to  ge t  th ing s  done a t  
work. All  p a r t i c i p a n t s  should be members of  a work team, such as a department or  some 
o t h e r  n a t u r a l  work u n i t .  The work team(s)  should c o n s i s t  of  a t  l e a s t  s ix  and no more 
than twenty employees.
All  informat ion w i l l  be held c o n f i d e n t i a l .  There w i l l  be no mention of  s p e c i f i c  
o r g a n i z a t i o n s  or  ind iv idu a l  names in the  s tudy .  No t ice ,  th e  TCI does not  ask f o r  the  
in d iv id u a l  r e sp o n d e n t ' s  name, t h i s  i s  to  encourage HONEST responses  wi thout  r i s k  of  any 
r eco u r se .  The background information  shee t  w i l l  not  be matched with TCI scores  f o r  any 
purpose o th e r  than re se a rc h .  CONFIDENTIALITY IS GUARANTEED.
The r e s e a r c h e r  w i l l  provide your team with the  r e s u l t s  a f t e r  s t a t i s t i c a l  a n a ly s i s  a re
conducted.  This w i l l  t ake  a t  l e a s t  2-3 weeks.
INSTRUCTIONS:
Ple ase  share  the  background information  (above) with your  team.
The TCI i s  in tended to  be s e l f - e x p l a n a t o r y .
Ask your team to read along with you s i l e n t l y  as you read  the  purpose,  d e f i n i t i o n s ,  
d i r e c t i o n s  and example on page one of  th e  TCI.
Be sure to i d e n t i f y  your or g a n iz a t i o n  and work team (depar tment ,  o f f i c e ,  e t c . )  in the
space provided on each TCI.
Assure your team t h a t  c o n f i d e n t i a l i t y  i s  guaran teed .  The background informat ion (on 
the  l a s t  page) w i l l  not be shared wi th anyone in the  o r g a n iz a t io n  nor w i l l  t h i s  
informat ion be matched with TCI scores  f o r  any purpose o t h e r  than re se a rc h .  Honest 
responses  w i l l  lead to honest  team improvement e f f o r t s .
The TCI should take about 15-20 minutes t o  complete.
Ask a few (25%) people to complete the  TCI feedback form. This i s  a spot -check 
v a l i d a t i o n  t h a t  t akes  about 30 seconds to  complete.  Comments a re  encouraged.
C o l l e c t  the  completed TCI ' s .  -
Contact  Bruce Waguespack (504) 383-7640 to  pick them up. ( lea ve  message i f  not in)
THANK YOU FOR YOUR COOPERATION!
APPENDIX H
USER VALIDATION FEEDBACK FORM: ROUND ONE AND TWO
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(FOR RESEARCH PURPOSES ONLY)
TFAM CULTURE INDICATOR FEEDBACK FORM
DIRECTIONS: PLEASE CIRCLE YOUR RESPONSE TO THE FOLLOWING 
QUESTIONS.
1. HOW MUCH TIME DID IT REQUIRE TO COMPLETE THE TEAM CULTURE 
INDICATOR. (TCI.)? (approximate minutes)






2. WERE THE DIRECTIONS CLEAR?
YES NO✓
3. DID THE RATING SCALE GIVE YOU ANY PROBLEMS?
YES NO
4. DO YOU THINK THE TCI CAN MEASURE YOUR TEAM'S STRENGTHS AND 
WEAKNESSES?
YES NO
5. DID THE TCI ASK QUESTIONS THAT REPRESENT AN EFFECTIVE WORK 
TEAM?
YES NO
6. DID THE TCI GIVE YOU A CHANCE TO EXPRESS THE DIFFERENCE 
BETWEEN THE "ACTUAL" (the way things are) AND "DESIRED" (the 
way you want it to be) CULTURE FOR YOUR WORK TEAM?
YES NO
7. ADDITIONAL COMMENTS:
THANK YOU FOR YOUR COOPERATION!
APPENDIX I 
USER VALIDATION FEEDBACK: ROUND ONE
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Comments From Number Seven on User  Feedback Form
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ID# Comments:
139 #4 above i s  d i f f i c u l t  t o  answer be c ause  t h e  TCI i s  somewhat o f  a 
g e n e r i c  q u e s t i o n n a i r e  f o r  teamwork,  no t  s p e c i f i c a l l y  d e s ig n e d  f o r  
our  g roup .  S e v e r a l  o f  t h e  q u e s t i o n s  were a lm o s t  i d e n t i c a l  t o  
o t h e r s , ;  t h e s e  s h ou ld  have been worded a b i t  d i f f e r e n t l y  & 
s e p a r a t e d  more from one a n o t h e r .  I t  c o u ld  be a b i t  s h o r t e r .
140 The r a t i n g  s c a l e  gave me problems b e c au s e  we a r e  new and have no t  
been t o g e t h e r  long .  Also t h e r e  i s  no p l a c e  f o r  " d o n ' t  know."
141 There i s  g r e a t  d i v e r s i t y  o f  d u r a t i o n  in  team members; "how i t  i s "  
i s  no t  a s  c l e a r  as  "how i t  s h o u ld  b e . "
142 Too many r a t i n g s  t h a t  a r e  t o o  s i m i l a r .
143 None
144 I was u n c l e a r  i f  t h e  m id d le  number "3" meant  you had no f e e l i n g s  
on t h e  m a t t e r ,  d i d  no t  know, o r  d i d  n o t  c a r e .
145 Some q u e s t i o n s  were d i f f i c u l t  f o r  me t o  answer  be c ause  w i t h i n  t h e  
main o f f i c e ,  we have so many " s u b - t e a m s . "
146 R e s u l t s  w i l l  be b e n e f i c i a l  o n ly  i f  a l l  team members a r e  hones t !
147 The q u e s t i o n s  were a t  t im e s  s e em ing ly  t h e  same; i . e .  working  
r e l a t i o n s h i p ,  h o n e s t  o r  open? They a r e  t h e  same t o  me. A l so ,  i t  
would seem t h a t  most  e ve ryone  would pu t  "7" f o r  t h e  way t h e y  
d e s i r e d  t h i n g s  t o  be ,  be c ause  i t  would be a d v e r s e  t o  t h e  
env ironm en t  t o  do o t h e r w i s e .
148 A good i n d i c a t o r  - c l o s e  i f  no t  a c i g a r !  Need t o  do one on o t h e r  
p e o p le .
149 D e s i r e s  a r e  s e t  t o  be sevens  - a r e  you i n f l u e n c i n g  t h e  outcomes? 
Are you l e a d i n g  w i t h  what you t h i n k  a f u n c t i o n i n g  team s h ou ld  be?
150 Th is  was one o f  t h e  b e s t  r a t i n g  s c a l e  t y p e  s u r v e y  I have comple ted ;
i . e .  e a s y  t o  u n d e r s t a n d .
151 I n t e r e s t e d  t o  s ee  t h e  r e s u l t s .
152 Q u e s t io n s  were t o o  a b s t r a c t .
153 None.
154 I t h o u g h t  t h e  " d e s i r e d "  s e c t i o n  was a was te  o f  t i m e .  The m a j o r i t y  
o f  t h e  t im e  t h e  answers  were on t h e  high  end o f  t h e  s c a l e  f o r  t h e  
" d e s i r e d "  s e c t i o n  which i s  what p e o p le  would n o rm a l ly  e x p e c t .
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155 I t  was t o o  r e p e t i t i v e .






The TEAM CULTURE INDICATOR (TCI) will assess your perceptions of ACTUAL ("the way things are") 
AND DESIRED ("the way I want it to be") culture for your work team. The TCI will profile your team 
strengths and suggest areas that need improvement.
DEFINITIONS
CULTURE - the "unwritten rules" for why, what, and how your team members treat each other, get 
things done, and work together.
WORK TEAM - the group of people that you" work with most of the time and you depend on each other 
to get things done at work. '
ORGANIZATION: ______________ ;__________  WORK TEAM:___________________________
DIRECTIONS
Please indicate your perception of ACTUAL ("the way things are") by circling one of the seven choices 
identified on the scale to the left of each statement. Repeat the same procedure for indicating DESIRED 
("the way you want it to be") by circling one of the seven choices identified on the scale to the right of each 
statement. This is NOT a test! There are no right or wrong answers.
RATING SCALE
I-------------- 72-------------- 7?----------------- 3----------------- 5---------------5------------------7-----
Strongly Disagree Slightly Neither Slightly Agree Strongly
Disagree Disagree Agree Nor Agree Agree
_________________________________________ Disagree_________________________________________
ACTUAL 
"the way things are"
1 2 3 4 5 6 7
EXAMPLE
Wc arc committed to our organization.
DESIRED 
The way I want it to be"
1 2 3 4 5 6 7
If you circle "1," it would indicate that you strongly disagree with the statement, if you circle "7," it would 
indicate that you strongly agree with the statement. Select only one of the seven numbers for "actual" on the 
left and one of the seven for "desired" on the right.
THANK YOU FOR YOUR COOPERATION!
PAGE 1 PLEASE GO TO NEXT PAGE
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RATING SCAJLE
I  ~2  3 --------------------------------5----------------------------- 7 5 -  5  7
Strongly Disagree S lightly Neither Slightly Agree Strongly
Disagree Disagree Agree Nor Agree Agree
 ______________________________________________ Disagree________________________________________________
ACTUAL DESIRED
"the way things arc" “the way I want it to be"
1 2 3 4 5 6 7 X. All team members participate in problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 2. We have confidence in each other’s abilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 3. We seek opportunities to improve the quality of
products/services we provide. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 4. We understand our roles. 1 2 3 4 5 6 7
I 2 3 4 5 6 7 5. We make consensus decisions on important matters. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 6. We accomplish more as a team than as individuals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 7. We are committed to our mission. 1 2 3 4 5 6 7
X 2 3 4 5 6 7 8. We trust each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 9. We feel a sense of loyalty to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 XO. We set ground rules for working together. 1 2 3 4 5 6 7
1 2 3 4 .5 6 7 XX. We listen to each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 X2. We respect individual differences of team members. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 13. We feel responsible for our team behavior. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 14. We share leadership roles depending on the task. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 15. We accept the expectations of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 16. We succeed as a team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 17. We share a common vision. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 18. We respect each other’s ideas. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 19. We are satisfied with our jobs. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 20. We use a structured process for problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 21. All team members participate in discussions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 22. We give constructive feedback to each other. 1 2 3 4 5 6 7
X 2 3 4 5 6 7 23. We arc consciously aware of our problem-solving
processes. 1 2_ 3 4 5 6 7
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"the way things arc” "the way I want it to be"
1 2 3 4 5 6 7 24. Our task assignments are clear. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 25. We seek out till information relevant to issues. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 26. We are a cohesive (united) team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 27. We share a common mission or purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 28. We learn from resolving conflicts effectively. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 29. We are comfortable in a team environment. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 30. We have a strategic plan for accomplishing our goals. X 2 ' 3 4 5 6 7
1 2 3 4 5 6 7 31. We use communication processes that best serve our
team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 32. We work together well. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 33.
*
We see quality improvement as our responsibility. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 34. Our leader uses sound leadership practices. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 35. We have no "hidden agendas." 1 2 3 4 5 6 7
1 2 3 4 5 6 7 36. We are highly motivated to achieve our team goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 37. We align our efforts with the external environment,
such as other teams, departments, etc. 1 2 3 4 5 6 7
I 2 3 4 5 6 7 38. We support each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 39. We recognize each other for our individual contributions
to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 40. We have an improvement plan to guide us. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 41. We communicate our ideas openly. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 42. Our work environment is enjoyable. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 43. We feel responsible for effective team functioning. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 44. Our roles arc well defined. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 45. We develop our own team values. 1 2 3 4 5 6 7
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"the way things are" "the way I want it to be"
1 2 3 4 5 6 7 46. We have team spirit. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 47. We have a clear sense of purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 48. We have honest relationships with each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 49. Our team helps us develop individually. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 50. We use a scientific approach to problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 51. We communicate our feelings openly. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 52. We treat each other as internal customers. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 53. We are consciously aware of how our team functions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 54. All team members participate in meetings. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 55. We accept values that dfe important to the team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 56. We are adaptable. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 57. We influence each other in a positive way. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 58. We have high expectations for our (cant. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 59. We practice sound communication principles. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 60. We use our time wisely. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 61. We communicate all information regarding any given issue. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 62. We accept the goals of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 63. We evaluate our team interaction/processes frequently. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 64. We view individual differences (diversity) as a positive
team asset. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 65. We agree on appropriate leadership abilities for
specific tasks. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 66. We manage our time well. 1 2 3 4 5 6 7
PAGE 4 PLEASE GO TO NEXT PAGE
Protected by Copyright Laws September 1993, Bruce G. Waguespack. All rights reserved.
APPENDIX K




1. A l l  team members p a r t i c i p a t e  in p r o b l e m - s o l v i n g .
11. We l i s t e n  t o  each  o t h e r .
21. A l l  team members p a r t i c i p a t e  in  d i s c u s s i o n s .
31. We use  communica t ion p r a c t i c e s  t h a t  b e s t  s e r v e  our  team.
41.  We communicate ou r  i d e a s  o p e n ly .
51. We communicate  our  f e e l i n g s  o p e n ly .
59. We p r a c t i c e  sound communica t ion p r i n c i p l e s .
61. We communicate a l l  i n f o r m a t i o n  r e g a r d i n g  any g iv en  i s s u e .
Working R ela tionsh ips
2. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s .
10. We s e t  ground r u l e s  f o r  work ing  t o g e t h e r .
12. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members.
22. We g i v e  c o n s t r u c t i v e  f eedback  t o  each  o t h e r .
32. We work t o g e t h e r  w e l l .
42.  Our work e nv i ronm en t  i s  e n j o y a b l e .
52. We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e r s .
A cc o u n ta b ility  f  R e sp o n s ib ility
3.  We seek  o p p o r t u n i t i e s  t o  improve t h e  q u a l i t y  o f  p r o d u c t s  and s e r v i c e s  
we p r o v i d e .
13. We f e e l  r e s p o n s i b l e  f o r  our  team b e h a v i o r .
23. We a r e  c o n s c i o u s l y  aware o f  ou r  p r o b l e m - s o l v i n g  p r o c e s s e s .
33. We see  q u a l i t y  improvement  as  ou r  r e s p o n s i b i l i t y .
43.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .
53. We a r e  c o n s c i o u s l y  aware o f  how ou r  team f u n c t i o n s .
63. We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .
58. We have high  e x p e c t a t i o n s  o f  ou r  team.
Roles /  Leadership
4.  We u n d e r s t a n d  ou r  r o l e s .
14. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k .
24. Our t a s k  a s s i g n m e n t s  a r e  c l e a r .
34. Our l e a d e r  u ses  sound l e a d e r s h i p  p r a c t i c e s .
44. Our r o l e s  a r e  w e l l  d e f i n e d .
54. A l l  team members p a r t i c i p a t e  in  m e e t i n g s .
64. We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  a s  a p o s i t i v e  team a s s e t .  
Consensus
5. We make cons en s u s  d e c i s i o n s  on i m p o r t a n t  m a t t e r s .
15. We a c c e p t  t h e  e x p e c t a t i o n s  o f  ou r  team.
25. We seek  ou t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s .
45. We d e v e lo p  our  own team v a l u e s .
55. We a c c e p t  v a l u e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team.
62. We a c c e p t  t h e  g o a l s  o f  our  team.
65. We a g r e e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r  s p e c i f i c  t a s k s .
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Team Energy
6.  We a c com pl i sh  more as  team t h a n  as  i n d i v i d u a l s .
16. We succeed  as  a team.
26. We a r e  a c o h e s i v e  ( u n i t e d )  team.
35. We have no "h idden  a g e n d a s . "
36. We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  our  team g o a l .
46. We have team s p i r i t .
Purpose
7. We a r e  commit ted t o  ou r  m i s s i o n .
17. We s h a r e  a common v i s i o n .
27. We s h a r e  a common m is s io n  o r  p u r p o se .
37. We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  en v i ro n m en t ,  such as  o t h e r  
t eam s ,  d e p a r t m e n t s ,  e t c .
47. We have a c l e a r  s e nse  o f  p u r p o s e .
56. We a r e  a d a p t a b l e .
In terpersona l R ela tionsh ips
8.  We t r u s t  each  o t h e r .
18. We r e s p e c t  each o t h e r ' s  i d e a s .
28. We l e a r n  from r e s o l v i n g  c o n f l i c t s  e f f e c t i v e l y .
38.  We s u p p o r t  each  o t h e r .
48. We have h o n e s t  r e l a t i o n s h i p s  w i th  each  o t h e r .
57. We i n f l u e n c e  each  o t h e r  in a p o s i t i v e  way.
Attachment /  Reward
9.  We f e e l  a s e n se  o f  l o y a l t y  t o  our  team.
19. We a r e  s a t i s f i e d  w i th  our  j o b s .
29. We a r e  c o m f o r t a b l e  in a team en v i ro n m en t .
39. We r e c o g n i z e  each o t h e r  f o r  ou r  i n d i v i d u a l  c o n t r i b u t i o n s  t o  our  team.
49.  Our team h e l p s  us d e v e lo p  i n d i v i d u a l l y .
Planning /  S tructu re
20. We use  a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g .
30. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .
40.  We have an improvement  p l a n  t o  gu id e  u s .
50. We use a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .
60. We use  our  t im e  w i s e l y .
66. We manage our  t im e  w e l l .
APPENDIX L
INSTRUCTIONS FOR ADMINISTERING THE TCI: ROUND TWO
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INSTRUCTIONS FOR ADMINISTERING THE TEAM CULTURE INDICATOR 
BACKGROUND INFORMATION:
The TCI i s  based  on a t h o rough  r e v i e w  o f  l i t e r a t u r e  on teams in  b u s i n e s s  
and i n d u s t r y  s i n c e  t h e  1 9 5 0 ' s .  The i tems  r e p r e s e n t  t h e  common e le m en t s  
o f  e f f e c t i v e  work t eam s .  The TCI w i l l  f o c u s  on t h e  "gap" ( o p p o r t u n i t y  
f o r  improvement) between  what i s  and what  i s  d e s i r e d ,  r e g a r d i n g  
p e r c e p t i o n s  o f  work team c u l t u r e .  T r a i n i n g  and deve lopment  
p r o f e s s i o n a l s ,  managers ,  and team l e a d e r s  c o u ld  use  t h i s  i n f o r m a t i o n  t o  
e x p e d i t e  e f f o r t s  t o  e s t a b l i s h  a s t r o n g e r  team c u l t u r e  f o r  c o n t i n u o u s  
q u a l i t y  improvement .
The pu rpose  o f  t h i s  s t u d y  i s  t o  d e ve lop  t h e  TCI. The TCI i s  b e in g  
s u b j e c t e d  t o  two rounds  o f  d a t a  c o l l e c t i o n ,  s t a t i s t i c a l  t e s t s ,  and s c a l e  
r e f i n e m e n t  t o  y i e l d  a m u l t i - d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  and 
p r a c t i c a l  i n s t r u m e n t ,  p o t e n t i a l l y  a p p l i c a b l e  t o  v a r i e d  s e t t i n g s ,  w i th  an 
e s t a b l i s h e d  d e g r e e  o f  r e l i a b i l i t y .  At l e a s t  f o u r  hundred  p e o p le  w i l l  
p a r t i c i p a t e  in  t h i s  d e ve lopm en ta l  p r o c e s s ,  ( two hundred f o r  each r o u n d ) .  
P a r t i c i p a n t s  a r e  members o f  work teams  f rom c o o p e r a t i n g  o r g a n i z a t i o n s .
A work team,  f o r  t h e  p u rpose  o f  t h i s  r e s e a r c h ,  i s  d e f i n e d  as  a group o f  
pe o p le  t h a t  work t o g e t h e r  on a d a y - t o - d a y  b a s i s  and depend on each o t h e r  
t o  g e t  t h i n g s  done a t  work.  A l l  p a r t i c i p a n t s  s h ou ld  be members o f  a work 
team, such a s  a d e p a r tm e n t  o r  some o t h e r  n a t u r a l  work u n i t .  The work 
t e a m (s )  s hou ld  c o n s i s t  o f  a t  l e a s t  s i x  and no more t h a n  twen ty  employees .
A l l  i n f o r m a t i o n  w i l l  be h e l d  c o n f i d e n t i a l .  There  w i l l  be no ment ion  o f  
s p e c i f i c  o r g a n i z a t i o n s  o r  i n d i v i d u a l  names in t h e  s t u d y .  N o t i c e ,  t h e  TCI 
does no t  a sk  f o r  t h e  i n d i v i d u a l  r e s p o n d e n t ' s  name, t h i s  i s  t o  encourage  
HONEST r e s p o n s e s  w i t h o u t  r i s k  o f  any r e c o u r s e .  The background 
i n f o r m a t i o n  s h e e t  w i l l  n o t  be matched  w i t h  TCI s c o r e s  f o r  any p u rp o se  
o t h e r  t h a n  r e s e a r c h .  CONFIDENTIALITY IS GUARANTEED.
The r e s e a r c h e r  w i l l  p r o v id e  you r  team w i th  t h e  r e s u l t s  a f t e r  s t a t i s t i c a l  
a n a l y s i s  a r e  c o n d u c te d .  T h i s  w i l l  t a k e  a t  abou t  4 -6  weeks.
INSTRUCTIONS FOR ADMINISTERING ARE ON THE REVERSE SIDE OF THIS SHEET
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INSTRUCTIONS:
The b e s t  way t o  a d m i n i s t e r  t h e  TCI i s  d u r i n g  a s t a f f  m ee t ing  o r  some 
o t h e r  t im e  when t h e  work team comes t o g e t h e r  as  g roup .  I t  s h o u ld  t a k e  
abou t  f i v e  m inu te s  t o  e x p l a i n  (go ov e r  background and i n s t r u c t i o n s )  
and ab o u t  10 t o  15 m in u te s  t o  c o m p le te .  I f  a d m i n i s t e r i n g  t h e  TCI a t  
a m ee t ing  i s  no t  p o s s i b l e ,  i t ' s  ok t o  l e t  t h e  work team t a k e  i t  on 
t h e i r  own and r e t u r n  t h e  com ple ted  forms t o  a c e n t r a l  l o c a t i o n .  
P l e a s e  honor  c o n f i d e n t i a l i t y  when a d m i n i s t e r i n g  t h e  TCI e i t h e r  way.
1. Share  t h e  background i n f o r m a t i o n  (above)  w i th  your  work t e a m ( s ) .
2. Ask your  work t e a m ( s )  t o  r e a d  a lo n g  w i th  you s i l e n t l y  as  you r e a d  t h e
p u r p o s e ,  d e f i n i t i o n s ,  d i r e c t i o n s  and example on page one o f  t h e  TCI.
The TCI i s  i n t e n d e d  t o  be s e l f - e x p l a n a t o r y ,  b u t  you may want  t o  go 
ov e r  page one t o g e t h e r ,  j u s t  t o  be s u re !
3. Be s u r e  eve ryone  i d e n t i f i e s  you r  o r g a n i z a t i o n  and t h e i r  work team 
( d e p a r t m e n t ,  o f f i c e ,  e t c . )  in t h e  space  p r o v id e d  on each TCI (page 
o n e ) .
4.  Assu re  you r  t e a m ( s )  t h a t  c o n f i d e n t i a l i t y  i s  g u a r a n t e e d .  The 
background i n f o r m a t i o n  (on t h e  l a s t  page)  w i l l  no t  be s h a r e d  w i th  
anyone in t h e  o r g a n i z a t i o n  nor  w i l l  t h i s  i n f o r m a t i o n  be matched wi th  
TCI s c o r e s  f o r  any p u rpose  o t h e r  t h a n  r e s e a r c h .  Honest  r e s p o n s e s  w i l l  
l e a d  t o  h o n e s t  team improvement  e f f o r t s !
5. The TCI s hou ld  t a k e  ab o u t  10-15 m inu te s  t o  com p le te .
6. Ask a few (20%) p e o p le  t o  comple te  t h e  TCI f ee dba c k  fo rm.  Th i s  i s  a
s p o t - c h e c k  v a l i d a t i o n  t h a t  t a k e s  abou t  30 seconds  t o  co m p le te .  
Comments a r e  e n c o u ra g e d .
7. C o l l e c t  t h e  com ple te d  T C I ' s .  P l e a s e  honor  c o n f i d e n t i a l i t y  by 
c o l l e c t i n g  t h e  T C I ' s  in  a l a r g e  e n v e lo p e  o r  f o l d e r .  I f  p o s s i b l e ,  
group  t h e  work- teams t o g e t h e r  f o r  e a s i e r  d a t a  e n t r y .
8.  C o n ta c t  Bruce Waguespack (504)  383-7640 t o  p i c k  them up.  P l e a s e  l eave  
a message on t h e  a n sw e r ing  machine i f  I 'm  n o t  i n .
9. I w i l l  p i c k  them up,  e n t e r  t h e  d a t a  in LSU's mainf rame ,  a n a l y z e  t h e  
d a t a ,  and p r o v id e  a summary o f  t h e  r e s u l t s  a long  w i th  a p r i n t o u t  f o r  
your  r e v i e w .  T h i s  s h o u ld  t a k e  abou t  4 -6  weeks.
10. I w i l l  d e l i v e r  t h e  r e s u l t s  t o  you and d i s c u s s  t h e  r e s u l t s  w i th  you 
and your  work t e a m (s )  as  n e c e s s a r y .
THANK YOU FOR YOUR COOPERATION!
APPENDIX M 
USER VALIDATION FEEDBACK: ROUND TWO
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Comments From Number Seven on User  V a l i d a t i o n  Feedback Form
ID# Comments:
258 Depends on p e r s o n a l  a t t i t u d e  d u r i n g  su rve y
259 Good TCI!
260 I t h i n k  t h i s  q u e s t i o n n a i r e  i s  a good i n d i c a t o r  o f  where we s t a n d  
and where we a r e  headed  in  t h e  f u t u r e  o f  t h i s  team.
261 D e s i r e d  s c a l e  you want  e v e r y t h i n g  t o  be a #7
262 Th i s  t e s t  r e a l l y  b r o u g h t  t o  t h e  s u r f a c e  a l o t  o f  n e g a t i v i t y  I f e e l  
f o r  my team. Th ings  need t o  change  t o  have a more p o s i t i v e  o u t lo o k  
on my coworkers  & p o s i t i o n  which I r e a l l y  do e n jo y .
263 I f e e l  i f  we a l l  work ha rd  a t  r e s o l v i n g  i s s u e s  in  t h i s  t e s t .  We 
would r e a l l y  be a g r e a t  team!
264 The need t o  work as  a team i s  v e ry  i m p o r t a n t .  In o r d e r  t o  work as
a team, we must  have a l e a d e r  w i th  s i n c e r e  team l e a d e r s h i p
a b i l i t i e s .
265 Most a l l  i tems  a r e  h i g h l y  d e s i r a b l e  team t r a i t s ,  d e s i r a b i l i t y  s c a l e  
may be a w a s t e .
266 I f e e l  our  team has t h e  a b i l i t y  t o  pe r fo rm  e f f e c t i v e l y .  We a l l  
need t o  work on t r u s t  & r e s p e c t .
267 Approached s u rv e y  f o r  work team as  a whole ,  a l l  o f  company.
268 Th i s  team i s  e a sy  t o  work w i th !
269 I f  you d o n ' t  d e s i r e  e v e r y t h i n g  t o  be a "7" a r e n ' t  you work ing  
a g a i n s t  a good team r e l a t i o n s h i p ?
270 A l o t  o f  t h e  q u e s t i o n s  a r e  asked  o v e r  and o v e r .
271 A l i t t l e  long
272 None
273 Too long
274 Gave us i d e a s  t o  t h i n k  a b o u t .
275 In r e f e r e n c e  t o  number t h r e e ,  I f e l t  awkward in  r e s p o n d i n g  t o  t h e
d e s i r e d ;  i t  seems l i k e  most  r e s p o n s e s  s hou ld  be h i g h l y  d e s i r e d  and
I w a s n ' t  s u r e  what  t h e  q u e s t i o n s  were t r y i n g  t o  g e t  a t .
276 Fewer q u e s t i o n s
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277 T h i s  would be g r e a t  i f  we c o u ld  have t h e  d e s i r e d  a l l  t h e  t i m e ,  i t  
would make a b i g  d i f f e r e n c e  in  our  a t t i t u d e s .
278 #3 Too many o p t i o n s .  A d i f f e r e n t  q u e s t i o n n a i r e  s h ou ld  be
deve loped  f o r  m id d le  l e v e l  managers  who view t h e m s e lv e s  as  t h e  head 
o f  a s m a l l e r  team, bu t  a member o f  a l a r g e r  team.
279 I b e l i e v e  f o r  some q u e s t i o n s ,  i t  r e q u i r e d  more t h a n  yes  o r  no
answer  (more i n p u t ) .
280 No







The TEAM CULTURE INDICATOR (TO ) will assess your perceptions of the ACTUAL AND DESIRED 
culture for your work team. The TCI will profile your team strengths and suggest areas for improvement.
DEFINITIONS
CULTURE - the "unwritten rules" for why, what, and how your team members treat each other, get 
things done, and work together.
WORK TEAM - the group of people that you work with most of the time and you depend on each other 
to get things done at work.
ORGANIZATION: _________________________ WORK TEAM:  ■
DIRECTIONS
Please indicate your perception of ACTUAL ("the way things are") by circling one of the seven choices 
identified on the scale to the left of each statement. Repeat the same procedure for indicating DESIRED 
("the way I want it to be") by circling one of the seven choices identified on the scale to the right of each 
statement. This is NOT a test! There are no right or wrong answers.




Neither Slightly Agree Strongly








"the way things arc"
1 2 3 4 5 6 7
EXAMPLE
We are committed to our organization.
DESIRED 
"the way I want it to be"
1 2 3 4 5 6 7
If you circle "1," it would indicate that you strongly disagree with the statement, if you circle "7," it would 
indicate that you strongly agree with the statement. Select only one of the seven numbers for "actual" on the 
left and one of the seven for "desired" on the right.
THANK YOU FOR YOUR COOPERATION!
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"the way things arc" “the way I want it to be’
1 2 3 4 5 6 7 1. We practice sound communication principles.1 1 2 3 4 5 6 7
1 2 3 4 5 6 7 2. We have confidence in each other’s abilities. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 3. We have high expectations for our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 4. We are committed to our mission. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 5. We seek out all information relevant to issues. 1 2 3 4 5 6 7
I 2 3 4 5 6 7 6. We have no "hidden agendas." 1 2 3 4 5 6 7
1 2 3 4 5 6 7 7. We understand our roles. 1 • 2 3 *4 5 6 7
1 2 3 4 5 6 7 8. We trust each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 9. We feel a sense of loyalty to our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 10. We manage our time wtfll. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 11. We listen to each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 12. We respect individual differences of team members. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 13. We evaluate our team interaction/processes frequently. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 14. We share a common vision. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 15. We develop our own team values. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 16. We succeed as a team. 1 2 3 4 5 6 7
1 2 3 4 5 .6 7 17. We share leadership roles depending on the task. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 18. We respect each other’s ideas. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 19. We are satisfied with our jobs. I 2 3 4 5 6 7
1 2 3 4 5 6 7 20. We use a structured process for problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 21. All team members participate in discussions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 22. We give constructive feedback to each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 23. We are consciously aware of our problem-solving
processes. 1 2 3 4 5 6 7
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"the way things arc' "1die way I want it to be"
1 2 3 4 5 6 7 24. We share a common mission or purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 25. We accept values that are important to the team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 26. We are a cohesive (united) team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 27. Our roles are well defined. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 28. We influence each other in a positive way. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 29. We are comfortable in a team environment. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 30. We have a strategic plan for accomplishing our goals. 1 2- 3 5 6 7
1 2 3 4 5 6 7 31. We use communication processes that best serve our t -
team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 32. We work together well. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 33. We see quality improvement as our responsibility. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 34. We align our efforts with the external environment,
such as other teams, departments, etc. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 35. We accept the goals of our team. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 36. We are highly motivated to achieve our team goals. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 37. All team members participate in meetings. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 38. We support each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 39. We recognize each other for our individual contributions
to our team. 1 2 3 ,4 5 6 7
1 2 3 4 5 6 7 40. We have an improvement plan to guide us. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 41. We communicate our ideas openly. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 42. We set ground rules for working together. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 43. We feel responsible for effective team functioning. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 44. We have a clear sense of purpose. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 45. We agree on appropriate leadership abilities for
specific tasks. 1 2 3 4 5 6 7
PAGE 3 PLEASE GO TO NEXT PAGE
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RATING SCALE---- j---------------------------- 3----- —5----------------- j ----------------- g----------------- ?------
Strongly Disagree Slightly Neither Slightly Agree Strongly
Disagree Disagree Agree Nor Agree Agree
___________________________________________________Disagree____________________________________________ _
ACTUAL DESIRED
"the way things arc" "the way I want it to be"
1 2 3 4 5 6 7 46. We have team spirit. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 47. We view individual differences (diversity) as a positive
team asset. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 48. We have honest relationships with each other. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 49. Our team helps us develop individually. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 50. We use a scientific approach to problem-solving. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 51. We communicate our feelings openly. 1 2- 3 ■4ST 5 6 7
1 2 3 4 5 6 7 52. We treat each other as internal customers. 1 2 X3 ~4 5 6 7
1 2 3 4 5 6 7 53. We are consciously aware of how our team functions. 1 2 3 4 5 6 7
1 2 3 4 5 6 7 54. We are adaptable. 1 2 3 4 5 6 7✓
THANKS FOR YOUR COOPERATION'.
APPENDIX 0




1. We p r a c t i c e  sound communicat ion  p r i n c i p l e s .
11. We l i s t e n  t o  each o t h e r .
21. A l l  team members p a r t i c i p a t e  in  d i s c u s s i o n s .
31. We use  communicat ion p r a c t i c e s  t h a t  b e s t  s e r v e  our  team.
41. We communicate  our  i d e a s  o p e n ly .
51.  We communicate  our  f e e l i n g s  o p e n ly .
Working R elationships
2. We have c o n f i d e n c e  in  each o t h e r ' s  a b i l i t i e s .
12. We r e s p e c t  i n d i v i d u a l  d i f f e r e n c e s  o f  team members.
22.  We g i v e  c o n s t r u c t i v e  f eedback  t o  each o t h e r .
32.  We work t o g e t h e r  w e l l .
42.  We s e t  ground r u l e s  f o r  working  t o g e t h e r .
52.  We t r e a t  each  o t h e r  a s  i n t e r n a l  c u s to m e rs .
A c c o u n ta b ility / R e sp o n s ib ility
3.  We have h igh  e x p e c t a t i o n s  o f  our  team.
13. We e v a l u a t e  our  team i n t e r a c t i o n / p r o c e s s e s  f r e q u e n t l y .
23.  We a r e  c o n s c i o u s l y  aware o f  ou r  p r o b l e m - s o l v i n g  p r o c e s s e s .
33.  We see  q u a l i t y  improvement  as  our  r e s p o n s i b i l i t y .
43.  We f e e l  r e s p o n s i b l e  f o r  e f f e c t i v e  team f u n c t i o n i n g .
53.  We a r e  c o n s c i o u s l y  aware o f  how our  team f u n c t i o n s .
Purpose
4. We a r e  commit ted t o  ou r  m i s s i o n .
14. We s h a r e  a common v i s i o n .
24. We s h a r e  a common m is s io n  o r  p u r p o s e .
34. We a l i g n  ou r  e f f o r t s  w i th  t h e  e x t e r n a l  e n v i ro n m e n t ,  such a s  o t h e r  
t eam s ,  d e p a r t m e n t s ,  e t c .
44.  We have a c l e a r  s e n s e  o f  p u r p o se .
54.  We a r e  a d a p t a b l e .
Consensus
5. We seek  o u t  a l l  i n f o r m a t i o n  r e l e v a n t  t o  i s s u e s .
15. We d e ve lop  our  own team v a l u e s .
25.  We a c c e p t  v a lu e s  t h a t  a r e  i m p o r t a n t  t o  t h e  team.
35.  We a c c e p t  t h e  g o a l s  o f  our  team.
45. We a g re e  on a p p r o p r i a t e  l e a d e r s h i p  a b i l i t i e s  f o r  s p e c i f i c  t a s k s .  
Team Energy
6.  We have no "h idden  a g e n d a s . "
16. We succeed  as  a team.
26.  We a r e  a c o h e s i v e  ( u n i t e d )  team.
36.  We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  ou r  team g o a l s .
46.  We have team s p i r i t .
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Roles
7.  We u n d e r s t a n d  our  r o l e s .
17. We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t h e  t a s k .
27. Our r o l e s  a r e  w e l l  d e f i n e d .
37.  A l l  team members p a r t i c i p a t e  in  m e e t in g s .
47. We view i n d i v i d u a l  d i f f e r e n c e s  ( d i v e r s i t y )  as  a p o s i t i v e  team a s s e t .  
In te rpersona l R ela tionsh ips
8 .  We t r u s t  each o t h e r .
18. We r e s p e c t  each o t h e r ' s  i d e a s .
28. We i n f l u e n c e  each o t h e r  in a p o s i t i v e  way.
38. We s u p p o r t  each o t h e r .
48.  We have h o n e s t  r e l a t i o n s h i p s  w i th  each  o t h e r .
Attachment /  Reward
9.  We f e e l  a s e n se  o f  l o y a l t y  t o  our  team.
19. We a r e  s a t i s f i e d  w i th  our  j o b s .
29.  We a r e  c o m f o r t a b l e  in  a team e nv i ronm en t .
39. We r e c o g n i z e  each o t h e r  f o r  ou r  i n d i v i d u a l  c o n t r i b u t i o n s  t o  our  team.
49.  Our team h e lp s  us d e v e lo p  i n d i v i d u a l l y .
Planning /  S tructu re
10. We manage our  t im e  w e l l .
20.  We use a s t r u c t u r e d  p r o c e s s  f o r  p r o b l e m - s o l v i n g .
30. We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .
40.  We have an improvement  p l a n  t o  gu id e  u s .
50. We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .
APPENDIX P
LETTER TO VALIDATION PANEL: AFTER SCALE REFINEMENT
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L o u i s i a n a  S t a t e  U n i v e r s i t y
A N  O A C R I C U I T U R A I .  A N O M  I C  (I A INI I C A I  C O  I I I. C.  (
S c h o o l  o f  V o c a t i o n a l  E d u c a t i o n  
C o l l e g e  o f  A g r i c u l t u r e
Jan ua ry  17, 1994
( S a l u t a t i o n )  ( F i r s t  Name) (L as t  Name), ( T i t l e )  
(Department )  (Company/Organizat ion)
(Address )
( C i t y ,  S t a t e )  (Zip Code)
Dear F i r s t  Name:
About a y e a r  ago,  you he lped  with th e  development  process  of  th e  TEAM CULTURE 
INDICATOR (TCI),  by s e r v in g  on the  in s t r um en t  v a l i d a t i o n  p a n e l .  Wel l ,  I ' v e  been 
busy s i n c e  th e n ,  c o l l e c t i n g  d a t a ,  running s t a t i s t i c a l  t e s t ,  and r e f i n i n g r th e  TCI. 
I am a sk in g  f o r  your  help once again to  rev iew th e  r e f i n e d ,  5 4 - i tem TCI.-
To r e f r e s h  your  memory, t h e  TCI i s  an i n s t r um en t  designed  t o  i d e n t i f y  i nd iv id ua l  
p e r c e p t i o n s  o f  work team c u l t u r e  in a work s e t t i n g .  The purpose  o f  my d i s s e r t a t i o n  
was t o  deve lop  t h e  TCI. The i n i t i a l  TCI was based  on a rev iew of  l i t e r a t u r e  on the  
common e lements  of  e f f e c t i v e  teams and ydur i n i t i a l  comments. The TCI was su b je c te d  
t o  two rounds of  d a t a  c o l l e c t i o n ,  s t a t i s t i c a l  t e s t s ,  and s c a l e  re f i n em en t  to  y i e l d  
a m u l t i - d i m e n s i o n a l ,  c o n c i s e ,  o p e r a t i o n a l ,  and p r a c t i c a l  i n s t r u m e n t ,  p o t e n t i a l l y  
a p p l i c a b l e  to  v a r ie d  work s e t t i n g s ,  wi th an e s t a b l i s h e d  degree  of  r e l i a b i l i t y .  The 
TCI fo cu se s  on the  "gap" ( o p p o r t u n i t y  f o r  improvement) between "a c t u a l "  and 
" d e s i r e d , "  p e r c e p t i o n s  of  work team c u l t u r e .  T r a in in g  and development 
p r o f e s s i o n a l s ,  managers,  and team le a d e r s  a r e  among t h o s e  who could  use t h i s  
in fo rm a t i on  t o  e x p e d i t e  e f f o r t s  to  e s t a b l i s h  a s t r o n g e r  work-team c u l t u r e  f o r  
co n t in uous  q u a l i t y  improvement.
P l e a se  a s s e s s  t h e  v a l i d i t y  of  the  TCI, by comple t ing  i t  and p r o v i d i n g  feedback  on 
th e  en c lo se d  " V a l i d a t io n  Feedback Form." I am p a r t i c u l a r l y  i n t e r e s t e d  in your 
asse ssm en t  of  t h e  f o l lo w in g:
1. Does the  TCI appear  t o  measure what i t  i s  in tended  t o  measure?
2. Do th e  i tems c a p tu r e  th e  key e lements  of  t h e  TCI c o n s t r u c t s ?
3. Are th e  d i r e c t i o n s  and items c l e a r  and easy  to u n d e rs ta n d ? .
4. Your comments, su g g es t io n s  or  ideas  t o  improve t h e  TCI.
"Mark i t  up" as much as you l i k e !  I f  a t  a l l  p o s s i b l e ,  I would l i k e  to  have your
comple ted TCI and feedback form r e t u r n e d  by Jan ua ry  31,  1994. I need your
asse ssm en t  to  complete th e  TCI development p ro cess  and t o  submit  my d i s s e r t a t i o n  to  
my g r a d u a t e  committee f o r  f i n a l  app rova l .  Your c o o p e r a t i o n  i s  deep ly  a p p re c ia te d !
Pl e a se  c a l l  me a t  (504) 383-7640 i f  you have any q u e s t i o n s .
Thanks aga in  f o r  your  help!
S i n c e r e l y ,
Bruce G. Waguespack Bet ty  C. H a r r i s o n ,  Ph.D.
P r i n c i p a l  Researcher  D i r e c t o r  and P r o f e s s o r
E x t e n s i o n  a n d  I n t e r n a t i o n a l  e d u c a t i o n  • I n d  u s t r i a I t  d  u ( o I i n n  • A g i i c  a I t u i a l  (  d  u c o t i o n
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TEAM CULTURE IN D IC ATO R V A L ID A T IO N  FEEDBACK FORM
DIRECTIONS: A l t e r  y o u  h a v e  c o m p l e te d  t h e  TEAM CULTURE INDICATOR (T C I) , p l e a s e  a n s w e r  
the f o l l o w i n g  q u e s t i o n s  r e g a r d i n g  th e  T C I ' s  v a l i d i t y .  P l e a s e  r e s p o n d  b y  
c i r c l i n g  e i t h e r  YES o r  NO a n d  com m ent a c c o r d i n g l y .
1 .  D o e s  t h e  TCI appear to m e a s u r e  w h a t i t  i s  i n t e n d e d  t o  m e a s u re ?
The TCI i s  designed to  measure o n e ' s  p e rce ived  deg ree  of  agreem ent/d isagreement with each s ta tem ent  on two 
s c a l e s :  a c tu a l  " th e  way th in g s  a r e "  and d e s i r e d ,  “ the  way I want i t  to  be" rega rd ing  t h e i r  work-team c u l tu r e .  




2 .  Do t h e  i t e m s  c a p t u r e  t h e  k e y  e l e m e n t s  o f  t h e  TC I c o n s t r u c t s ?
The key elements  of th e  c u r r e n t  TCI were d e r iv e d  from an e x te n s iv e  review of l i t e r a t u r e  on; e f f e c t i v e  teams, 
q u a l i t y  c u l t u r e ,  o rg a n iz a t io n a l  change and th e  r e s u l t s  of  two rounds of d a t a  c o l l e c t i o n ,  s t a t i s t i c a l  t e s t s  and 
s c a l e  re f inem ent .  The c u r r e n t  TCI c o n s t r u c t s  inc lude  t e n  p o t e n t i a l l y  ove r lapp ing  dimensions  ( s c a l e s )  des igna ted  
by th e  l a s t  d i g i t  of th e  item number. Sca les  a r e  a s  fo l lows:
1. Communication ( i t em s  1 ,1 1 ,2 1 ,3 1 ,4 1 ,5 1 )  2.  Working R e la t io n s h ip s  ( i tem s  2 ,12 ,2 2 ,3 2 ,4 2 ,5 2 )
3 .  A c countab iI i ty /R esp .  (i tem s  3 , 1 3 ,2 3 ,4 3 ,5 3 )  4.  Purpose ( i tem s  4 ,1 4 ,2 4 ,3 4 ,4 4 ,5 4 )
5 .  Consensus ( i tem s  5 ,1 5 ,2 5 ,3 5 ,4 5 )  ✓ 6 .  Team Energy ( i tem s  6 ,1 6 ,2 6 ,3 6 ,4 6 )
7. Roles ( i tem s  7 ,1 7 ,2 7 ,3 7 ,4 7 )  8 .  In te rp e r s o n a l  R e la t io n s h ip s  ( i tem s  8 ,18 ,28 ,38 ,48 )




3 .  A r e  t h e  d i r e c t i o n s  a n d  i t e m s  c l e a r ,  c o n c i s e  a n d  e a s y  t o  u n d e r s ta n d ?  









( I f  NO, p l e a s e  i n d i c a t e  w h ic h  i t e m ( s )  a n d  s u g g e s t  c o r r e c t i o n s  on TC I)
4 .  G e n e r a l  c o m m en ts, s u g g e s t i o n s  o r  i d e a s  f o r  im p r o v e m e n t:
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1. Does the TCI appear to  measure what i t  is  intended to  measure?
The TCI is  designed to measure one's perceived degree of agreement/disagreement with each 
statement on two scales: actual, "the way things are," and desired, "the way I want i t  to be," 
regarding one's work-team culture. The difference between the two scales represents the 
perceived opportunity for improvement.
Comments:
Yes I t  seems t h e r e  w i l l  a lways be a gap t h e  TCI w i l l  measure p r i m a r i l y  
t h e  e x t e n t  o f  t h e  gap and i n d i c a t e  t h e  r e l a t i v e n e s s  from 
c h a r a c t e r i s t i c  t o  c h a r a c t e r i s t i c .













NA Although I u n d e r s t a n d  t h e  s c o r i n g  sys tem , i t  seems awkward - 
cumbersome & I t h i n k  a b e t t e r  g r a p h i c  d e s ig n  would be h e l p f u l .
2. Do the items capture the key elements o f the TCI constructs?
The key elements of the TCI were derived from an extensive review of literature on effective 
teams, quality culture, organizational change, and the results of two rounds of data collection, 
statistical test and scale refinement. The current TCI constructs include ten potentially 
overlapping dimensions (scales) designated by the last digit of the item number. Scales are as 
follows:
1. Communication (1,11,21,31,41,51)




6. Team Energy (6,16,26,36,46)
7. Roles (7,17,27,37,47)




Yes The o n ly  q u e s t i o n  t h a t  i s  n o t  a c co u n te d  f o r  i s  q u e s t i o n  33.
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Yes I t  m igh t  h e lp  t o  more c l o s e l y  i d e n t i f y  t h e  r e l a t i o n s h i p  o f  m is s io n
t o  team f u n c t i o n ,  t o  have an i t em t h a t  a d d r e s s e s  c l a r i t y  o f  m i s s io n  
as  w e l l  as  commitment and s h a r i n g  o f  m i s s i o n .  Q u e s t io n s  4 ,2 4 .
Yes I t h i n k  t h e  TCI would be " s i m p le r "  "smoother"  i f  t h e  q u e s t i o n s
p e r t a i n i n g  t o  an e le m en t  were g rouped  t o g e t h e r .  I t s  e a s i e r  t o  













3. Are the d ire c tio n s  and items c le a r , concise and easy to  understand? 
(A) D ire c tio n s :
Comments:
Yes But a few s u g g e s t i o n s  were made on p lacem en t  o f  d i r e c t i o n s
( s e e  page 1 ) .












No Depends on your  a u d i e n c e .
O v e r a l l ,  t h e y ' r e  good.  P l e a s e  see  my n o t e s  f o r  a few 






Yes Except  f o r  #50
Yes See #2








No See comments on TCI
No See comments on 1 , 7 , 1 3 , 3 0 , 3 4 , 4 0 , 5 0 .  l i k e  t h e  r a t i n g  s c a l e
on t h e  t o p  o f  t h e  page .
NA I t h i n k  t h e r e  may be a c o u p le  o f  i tems  t h a t  c o u ld  be r e ­
th o u g h t .
NA I t  would be v e ry  e a s y  f o r  a r e s p o n d e n t  t o  c i r c l e  a l l  " 7 ' s "
on t h e  d e s i r e d  i s s u e .
5. General comments, suggestions o r ideas fo r  improvement:
The obv ious  c h o ic e  would be t o  s e l e c t  t h e  h i g h e s t  d e g re e  o f  d e s i r e  f o r  
each s t a t e m e n t .  Pe rhaps  you need some " c o n t r o l "  e l e m e n t s .
I 'm  no t  s u r e  t h i s  w i l l  g e t  a t r u e  r e a d i n g  - Why no t  j u s t  measure t h e  
way t h i n g s  a r e  a t  one s i t t i n g ,  pu t  a program in p l a c e ,  t h e n  measure 
a g a in  in 6 -8  months?
Use f a c t o r  a n a l y s i s  t o  r e d u c e  t h e  # i t e m s .  C ons ide r  u s in g  a 
b e h a v i o r a l  s c a l e  "How o f t e n  have you o b s e rv e d  t h e s e  b e h a v i o r s ? "  1 = 
n e v e r ,  2 = sometimes . . .  7 = always
Looks f i n e .  Good luck!
G rea t  work! B r i l l i a n t !  Wil l  be v e ry  h e l p f u l .
Bruce ,  Have you t im ed  t h i s ?  I t  seems a l i t t l e  long .  I know you need 
t o  g e t  a l l  t h e  f a c t o r s  i n .  You've  done a g r e a t  jo b  on t h i s  
i n s t r u m e n t .  I c a n ' t  w a i t  t o  use  i t .  Do you have a f e e  y e t ?
Well done!
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Would be more i m p r e s s i v e  w i th  s h a r p e r  r e p r o d u c t i o n .  A lso ,  t h e  l i n e  
above and below t h e  r a t i n g  s c a l e  on each  page s h ou ld  no t  touch  t h e  
t e x t  between t h e  two l i n e s .
Looks v e ry  good o v e r a l l .
Remove a q u e s t i o n  ab o u t  v i s i o n ,  m i s s i o n ,  p u r p o s e ,  g o a l s ,  r o l e s  a n d / o r  
p r o b l e m - s o l v i n g ,  add s t r u c t u r e d  c o o p e r a t i o n  v s .  c o m p e t i t i o n  
( i n t e r p e r s o n a l ) (my b i a s )  and p e r c e p t i o n  o f  o u t s i d e r s  /  o t h e r  teams /  
cu s tom e rs  ( i n t e r g r o u p ) .
5 . Then what  do you do w i th  t h e  d a t a ? !
I assume t h e  means and t h e  r a n g e s  and t h e  d i f f e r e n c e s  between t h e  
two s c a l e s  a r e  d i s c u s s e d  a t  t h e  n e x t  m e e t in g .  Or i s  i t  j u s t  f o r  
t h e  i n d i v i d u a l  t o  push f o r  h e / s h e / w a n t s .
The l e n g t h  i s  long!  I s u s p e c t  t h e  r e s p o n d e n t  answers  t h e  l a t t e r  
q u e s t i o n s  w i th  l e s s  c a r e f u l n e s s .
You have made t remendous  improvements .  I a p p r e c i a t e  t h e  e n e rg y  you 
have g iven  t o  t h i s .
I t h i n k  on t h e  s c a l e  t h a t  you c o u ld  j u s t  have s t r o n g l y  d i s a g r e e  and 
s t r o n g l y  a g r e e  on each end w i th  t h e  numbers in t h e  midd le  w i th  im p l ie d  
meaning.  Yet I gues s  t h a t ' s  what you a r e  do ing  anyway. Never mind.
Corrections and Suggestions made on the TCI:
D irections/C over:
S c r a t c h  "each o t h e r "  in  work team d e f i n i t i o n .
Awkward sy n ta x  on d e f i n i t i o n s .
I t  seems l i k e  7 i s  a l o t  f o r  some f o l k s  t o  t h i n k  t h r o u g h .  There  must 
be a r e a s o n  you d o n ' t  use  5.
ACTUAL AND DESIRED in pu rpose  s t a t e m e n t  - Language may no t  work f o r  
a l l  g roups  - t r y  "how t h i n g s  a r e  now" and "how you want  them t o  be"
What a r e  t h e  i n s t r u c t i o n s  f o r  ORGANIZATION:___________________, and WORK
TEAM:________________
(Example e x p l a n a t i o n  - move under  D i r e c t i o n s )  Th i s  c o u ld  be a 2nd 
p a ra g r a p h  and t h e  example would be below bo th  p a r a g r a p h s .  Do example 
and e x p l a i n  example :  t h e  3 f o r  a c t u a l  i n d i c a t e s  . . . , t h e  6 f o r  
d e s i r e d  i n d i c a t e s  . . . .
Items: Coimnents, Suggestions and Questions
#1 We p r a c t i c e  sound communica t ion p r i n c i p l e s .
- "sound" - use  e f f e c t i v e
- "sound"-  ambiguous;  w i th  whom, t h e  o r g a n i z a t i o n ? ,  t h e  team 
members?
- What does t h i s  mean t o  t h e  a v e ra g e  pe r s o n ?
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#4 We a r e  commit ted t o  our  m i s s i o n .
- d i s a g r e e  might  mean t h a t  m i s s io n  i s  no t  c l e a r  as  w e l l  a s  l ac k  o f  
commitment .
#7 We u n d e r s t a n d  our  r o l e s .
- Does " r o l e s "  need a d e f i n i t i o n ?
#13 We e v a l u a t e  our  team i n t e r a c t i o n  /  p r o c e s s e s  f r e q u e n t l y ,  
- " i n t e r a c t i o n "
#15 We de ve lop  our  own team v a l u e s .
-"own" - u n n e c e s s a r y
#17 We s h a r e  l e a d e r s h i p  r o l e s  depend ing  on t a s k .
- Th i s  sounds  t o  me l i k e  a v a lu e  judgement  t h a t  s h a r i n g  l e a d e r s h i p
r o l e s  i s  a good t h i n g  and no t  s h a r i n g  i s  bad t h i n g ,  i t  c o l o r s  my 
judgement  when r e s p o n d i n g .
#19 We a r e  s a t i s f i e d  w i th  our  j o b s .
- " j o b s "  ambiguous;  j o b s  in  o r g a n i z a t i o n ?  o r  job  a s s ig n m e n t s  a s  team 
member?
#24 We s h a r e  a common m is s io n  o r  p u r p o s e .
- I 'm  always a l i t t l e  b i t  c o n fu s e d  on any d i f f e r e n c e s  in
d e f i n i t i o n s ,  see  #14
- may mix w i th  d e f i n i t i o n  o f  m is s io n
#25 We a c c e p t  v a lu e s  t h a t  a r e  im p o r t a n t  t o  t h e  team.
- u n c l e a r  o f  s ense
#30 We have a s t r a t e g i c  p l a n  f o r  a c c o m p l i s h in g  our  g o a l s .
- Does i t  need to p  be s t r a t e g i c ?
#34 We a l i g n  our  e f f o r t s  w i th  t h e  e x t e r n a l  env ironm en t  such as  o t h e r  
t eam s ,  d e p t s ,  e t c .
- What? We work w i th  o u t s i d e  g roups  when needed.
#35 We a c c e p t  t h e  g o a l s  o f  our  team.
#36 We a r e  h i g h l y  m o t i v a t e d  t o  a c h i e v e  our  team g o a l s .
- a r e  v e ry  c l o s e
#40 We have an improvement  p lan  t o  g u id e  u s .
- Who would know a b o u t  t h i s ?
#44 We have a c l e a r  s e n s e  o f  p u r p o se .
- same as  #24
#50 We use  a s c i e n t i f i c  approach  t o  p r o b l e m - s o l v i n g .
- T h i s  i s  t h e  3rd  q u e s t i o n  abou t  p r o b l e m - s o l v i n g .  Do you have a 
s p e c i f i c  p r o c e s s  in mind? Whose? Mine? Kepner-Trago?  Derning?
- Most w o n ' t  know - How abou t  " d a t a  f o r "
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#51 We communicate  our  f e e l i n g s  o p e n ly .
#41 We communicate  our  i d e a s  o p e n ly .
- f e e l i n g s / i d e a s  d i f f e r e n t i a t i o n  no t  empa th ic  enough
#52 We t r e a t  each o t h e r  as  i n t e r n a l  c u s to m e rs .
- " i n t e r n a l  c u s tom e rs"  i 'm  n o t  s u r e  o f  how t o  r e a d  t h i s ,  I s  t h e r e  
and i n t e r n a l  s u p p l i e r ?
Other comments:
I want  t o  work on a team w i th  a l l  t h e s e  c h a r a c t e r i s t i c s !
Good job !  Look f o rw ard  t o  r e c e i v i n g  comments f rom t h e  s t u d y .
VITA
The a u t h o r  was born J a n u a r y  23, 1961,  in  V a c h e r i e ,  L o u i s i a n a ,  where 
he r e s i d e d  u n t i l  he became s e l f - s u f f i c i e n t .  He o b t a i n e d  h i s  high school  
dip loma in  May, 1979, f rom Ascens ion  C a t h o l i c  High School  in 
D o n a l d s o n v i l l e ,  L o u i s i a n a .  He comple ted  h i s  B a c h e lo r  o f  S c ienc e  de g re e  
in  A g r i c u l t u r e  B u s in e s s  a t  N i c h o l l s  S t a t e  U n i v e r s i t y ,  Th ibodaux,  
L o u i s i a n a ,  in May, 1983. He e a rn e d  h i s  M a s te r s  d e g re e  in V oc a t io n a l  
Educ a t ion  a t  L o u i s i a n a  S t a t e  U n i v e r s i t y ,  Baton Rouge, L o u i s i a n a ,  in May 
1988.
The a u t h o r  was employed by t h e  L o u i s i a n a  C o o p e r a t i v e  E x te n s io n  S e r v i c e  
as  4-H Youth Agent  f o r  s i x  y e a r s ,  s e r v i n g  E a s t  Baton Rouge P a r i s h  from 
1984 t o  1990. S ince  t h e n ,  he has  worked as  a c a r e e r  c o u n s e l o r  w i th  t h e  
LSU C a r e e r  P l a n n in g  and P lacem ent  C e n t e r ,  and a t r a i n e r  w i th  t h e  Q u a l i t y  
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